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Abstract
NXS began as an experimental bilingual school in a major urban city in Taiwan. Over its twentyyear history, the school transitioned from offering English language instruction for local
students to a fully WASC accredited and IB authorized World School. The foreign staff grew
from a few staff to comprising two-thirds of the 150-teaching faculty. Despite the size and
potential impact of foreign teachers, they have no voice in the school, are excluded from setting
the direction of the school, and are largely absent from the life of the school community. Limited
opportunities for advancement and intense competition result from few opportunities and
dysfunctional relationships between the foreigner teachers, administration, and local Taiwanese
teachers. This Organizational Improvement Plan (OIP) proposes that understanding the culture
of the organization and its unique context, can allow change leaders to emerge within the faculty
and begin the change process. Using Gentile’s Giving Voice to Values Model (Gentile, 2010), and
the Cawsey-Deszca-Ingols’ (2016) Change Path Model to guide the change process can address
the need for change in the school. The Problem of Practice (POP) identified in this OIP is how
the dominant paradigm of teacher as temporary foreign worker in Taiwan undermines
individual and collective efficacy which in turn can inhibit the growth of academic excellence.
Questions of whiteness, white privilege, and the other are processes that create marginalization
and exclusion. Culture is difficult to change, and cultural change efforts have met with limited
success. However, as a component of culture, school climate has a significant body of empirical
research to support it as a change mechanism. This OIP proposes enabling teachers themselves
to monitor and evaluate school climate using teacher initiated participatory processes. Teacher
leaders using transformational leadership, grounded in authentic leadership, can begin to assert
autonomy within the organization and work towards creating an inclusive cross cultural school
community.
Keywords: white privilege, the other, culture, transformational leadership, efficacy.
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Executive Summary
One of the great educational experiences many have been afforded in the modern world
has been the opportunity to travel, live abroad, and experience diverse languages, cultures, and
customs. Those of us in the global north, especially those from English speaking countries, have
been fortunate to live in a time when our language and educational skills are highly valued. For
students in Asia, the Middle East, Africa, South America, and Eastern Europe the socioeconomic
keys to the kingdom are often to be found in learning English and studying in Western
universities. Consequently, there has been enormous growth in the creation and development of
international schools offering Western education and curriculums to facilitate the transition for
non-native English speakers to Western universities.
Many foreign teachers become expatriates who spend their careers educating students
outside of their home countries. Many set up permanent residence in countries far from their
native lands. This reverse migration from the wealthy countries of the west to Asia and beyond,
results in unintended consequences. This OIP examines the experience of the foreign faculty of
NXS who work within a local organizational culture and explores the cross-cultural difficulties
that emerge. Chapter One explores the culture in the local and organizational context using the
conceptual framework of Schein & Schein (2016). It then proposes that once a school becomes
international, it must attempt to live up to the values of its mission. If an international school
purports to educate its students to be global citizens, then it must lead by example and embrace
the contributions of all its members. The POP articulates the need for the foreign community to
develop a communal voice, and that through doing so will raise collective efficacy, resulting in
improved student outcomes (Bandura, 1997).
Chapter Two identifies the leadership framework. Cross-cultural misunderstandings, a
lack of genuine inclusion, a narrow conception of cultural diversity, and a lack of transparency
have eroded trust across departments and among teachers. Consequently, leadership needs to
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both be both transformational and authentic. Transformational leadership with a focus on
changing the role of the foreign faculty at NXS could have wide reaching positive consequences.
Authentic leadership is needed to ensure that change leaders and a change team can emerge free
of interference from outside forces. Guided by the Giving Voices to Values Model (Gentile, 2010)
and the Change Path Model (Cawsey et al., 2016) a teacher leader can create a team of change
agents to tackle creating a foreign teaching association to address needed institutional and
organizational problems.
Chapter Three suggests a change plan that incorporates using climate surveys and
evaluation frameworks to guide the efforts of a teacher driven change plan (Wang & Degol,
2016; Hoy, 1997). It also identifies the negative connotations with introducing any form of
monitoring and evaluation framework, and the potential resistance from the organizational
hierarchy and the foreign teaching faculty. The goal of the foreign teacher association must be to
bridge the gap between the foreign and local community to recognize and celebrate diversity in a
truly inclusive school community. It suggests that this work is grounded in an ethical framework
which aids the mission of the school in developing caring and supportive students who recognize
that privilege requires responsibility. Finally, the problems of class, socioeconomic status, and
cultural reproduction is considered with a view to activating foreign teachers towards a social
justice agenda. This is an agenda which seeks to bring excellent education to marginalized
students in Taiwan who have been omitted from the equation of bringing international
education to Taiwanese students.
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Chapter 1: The Organization and the Problem of Practice
National Experiential School (NXS) (pseudonym) is a relatively new school. Founded in
2002, NXS began as a kindergarten and over the span of 8 years expanded to include junior and
senior high divisions (NXS, 2020). After opening a new campus for elementary students, NXS
shifted from a K-12 bilingual school to a junior and senior high international school. The NXS
journey from a private, co-educational, non-profit bilingual school to a WASC certified school
offering the International Baccalaureate (IB) Middle Years Program (MYP) and Diploma
Programs (DP) has been one of fast growth and intense pressure. However, the gap between the
espoused beliefs of the school and the reality experienced by teachers and students is
dramatically different from the organization’s purpose which is develop leaders and
internationally minded students who will make a substantive impact on the world (NXS, 2020).
To understand this gap, an analysis of the organizational culture and the impact of leadership
will be examined. Next, the role of individual and collective self-efficacy beliefs will be
considered as a means of moving NXS away from its negative climate.
This OIP will propose that NXS needs a radical shift in how foreigners and local teachers
interact. To lead change, an informal teacher leader needs to emerge to facilitate substantive
change in the teaching community. A teacher’s agency to make change is an existential
phenomenon (Bandura, 1997). We use our capabilities – skills, experience, knowledge, and
abilities – to act on the environment which in turn acts on us. Our cognitive abilities change and
transform our beliefs about what we can do. These positive individual and collective efficacy
beliefs translate our understanding into behaviors which alter our environments. The macro and
micro cultural environments can show what changes are possible given the organization’s
cultural DNA (Schein & Schein, 2016). Effective informal leadership will need to build on a
foundation of trust, authenticity, and service (Tschannen-Moran, 2004; Starratt, 2004;
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Sergiovanni, 1992). The next section will explore the context and culture of NXS, informal
leadership, and propose a change agenda.
Organizational Context
Colonialism and Taiwan
Taiwan’s history contributes to the reception of foreign teachers at NXS. Historically,
Taiwan underwent a series of colonizing and nation building events which played a significant
role in bringing about a distinctive modern-day identity (Spence, 1990). Taiwan’s first
inhabitants were the early Austronesians who later spread throughout southeast Asia (Diamond,
1998). During the 1600s the Dutch colonized Taiwan and brought in successive waves of workers
from southern China. These waves of southern Chinese immigrants later displaced indigenous
groups and pushed them into the mountainous regions of Taiwan (Spence, 1990). In 1895,
under the Treaty of Shimonoseki Taiwan was ceded by the Qing Dynasty to Japan. Japanese rule
oversaw the creation of much of the early infrastructure and education in Taiwan until 1945.
After a brief period of liberation, Taiwan again underwent a period of authoritarian control.
After losing China’s civil war to Mao Zedong’s communists, Chang Kai-Shek and some 2 million
Nationalist arrived on the shores of Taiwan in 1949. During the next 38 years Taiwanese lived
under martial law, before beginning the island’s transition to a vibrant modern democracy with
a multi-party system and direct presidential elections (Chu, 2012; Jacobs, 2019). Despite
advances in Taiwan’s political, social, and economic circumstances, Taiwan’s colonial past and
its present day need for Western support and validation continue to have a profound effect on
Taiwanese citizens.
Taiwanese citizens look to the United States and Western nations as the epitome of
wealth and success. This has led to the adoption of English language and Western style
educational practices being promoted by Taiwan’s Ministry of Education (MOE) which see
English language proficiency as the requisite passport to economic development (Chen & Hsieh,
2011). These policies have led to the creation of schools such as NXS. However, while foreigners
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are often seen as privileged and whiteness embodies a desired form of transnational capital, it is
not without disadvantages (Lundström, 2014; Lundström, 2014; Liu & Self, 2020; Liu & Dervin,
2020; Liu & Kramer, 2021). Bringing to light both privileges and prejudices is needed to build
respectful, collaborative, and equal relationships between the foreign and local teachers at NXS.
By bridging the divide between these two groups, it is the goal of this POP to increase individual
and collective efficacy, build a united teaching community, and thereby raise student
achievement. This is the commitment of all teachers at NXS, whether they are local or foreign
teachers.
Whiteness, White Privilege, and the Other
Foreign teachers at NXS are from a variety of countries and cultures. However, in the
popular Taiwanese imaginary, foreigners are equated with white American English speakers
(Liu & Dervin, 2020). Whiteness is a desired characteristic in Taiwan, and it is one which has
value as a form of transnational capital (Koh & Kenway, 2012; Tarc & Tarc, 2015). Whiteness
can be converted into forms of social status, economic benefits, and privileges for white Western
expatriates in Asia; however, economic and geopolitical changes in Asia also have altered the
value and effectiveness of whiteness (Farrer, 2018; Hof, 2021). Moreover, many recent
expatriates no longer arrive in Asia with the financial privileges of traditional expatriates
(Bunnell, 2017; Tarc & Tarc, 2015). Consequently, while local Taiwanese confer status and
privileges on white Westerners, those privileges operate passively rather than actively, resulting
in Westerners who work in a Taiwanese context being unable to gain genuine acceptance and
inclusion in the workplace. Moreover, Taiwanese who see whiteness as privilege often react
negatively to foreigners who are perceived as having unfair advantages over locals (Linkov & Lu,
2017).
Whiteness and foreignness at NXS are a double-edged sword which does not confer on
its holder the advantages and privileges that either foreigners or locals imagine. Whiteness
which operates invisibly in Western contexts (Brooks, 2018; Diem, 2018; Theoharis, 2018),
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becomes visible and acts as the key defining characteristic of the ‘other’ in “predominantly nonwhite contexts” (Liu & Dervin, 2020, p. 2). The result is a reluctance to engage with the ‘other’
and instead focus on imagined weaknesses and differences. The phenomenon of marginalization
of the ‘other’ is well researched in Western-centric contexts; however, in contexts where nonwhiteness is the norm, whiteness embodies the ‘other’. Thus, I approach writing this OIP
cognizant of the paradoxes which my position embodies. I am both dominant and subordinate,
both privileged and marginalized, both local and ‘other’. However, the goal of this OIP is to
bridge these divides, erase the differences, and to find ways to create an inclusive international
school community.
The Organizational Hierarchy
Like its parent publishing company, NXS is a hierarchical organization. Founded in
2002, NXS began as a kindergarten and over the span of 8 years grew to include junior and
senior high divisions (NXS, 2020). After opening a separate new campus for elementary
students, NXS transitioned from a K-12 bilingual school to a junior and senior high international
school. The NXS journey from a private, co-educational, non-profit bilingual school to a Western
Association of Schools and Colleges (WASC) certified international school offering the
International Baccalaureate (IB) Middle Years Program (MYP) and Diploma Programs (DP) has
been one of fast growth and high pressure. Figure 1 illustrates the flow of decision making as
flowing downward through the administrative hierarchy of NXS. This is a common
organizational structure in Taiwanese business culture and readily accepted by locals (Zhang et
al., 2005).
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Figure 1
Organizational Reporting Structure
CEO

Principal
Associate Principal +
Director of Academic
Affairs
Academic
Dean
Academic
Coordinator
(Senior High)

Director of
Student Affairs

Director of
General Affairs

Local
Teachers

Academic
Coordinator
(Junior High)

Subject Group
Coordinators (SGCs)
Foreign
Teachers
Note. Local teachers report to the Director of Academic Affairs (DAA). The DAA reports directly
to the Principal regarding local teachers. Foreign teachers report upwards through various
channels to the Associate Principal. Foreigners have no direct communication with the
Principal. For purposes of clarity, only the organizational hierarchy as it relates to foreign
teachers is illustrated.
NXS is intricately linked with its cultural context. To understand the problems faced by
foreign and local teachers, it is essential to understand the overall culture which dominates the
NXS organizational paradigm. Taiwan is primarily a traditional Confucian society (Chuang &
Wang, 2018; Northouse, 2019, Zhang, 2005). As a Confucian society, Taiwanese citizens uphold
the idea of striving to be moral and virtuous people. Despite the influence of globalization and
the prevalence of Western influences on modern Taiwanese citizens, the three tenets of
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Confucianism still hold true for most Taiwanese: loyalty to family, respect for hierarchy, and
harmonious relationships. These values are underpinned by a long tradition, in government and
business, of powerful leaders who make most of the decisions while subordinates are expected to
defer to archetypical powerful leaders. These leaders are expected to exercise their authority and
generosity on behalf of others. Thus, hierarchical systems of command and control are common
features of Taiwanese organizations.
NXS claims to be committed to educational reform (NXS International Website, 2020).
One reason the CEO cites for the creation of NXS is that for decades Taiwanese students have
had to withstand enormous pressure from its educational system (NXS CEO, 2020). Taiwanese
students have had to undergo a lengthy educational process marked by high stakes testing,
intense competition, cram schools, and rote memorization (Chen et al., 2015). The CEO of NXS
states that the result of this educational environment is that students are “unmotivated to learn”
while the “intense workload” creates stress and diminishes “creativity and curiosity” (NXS
International Website, 2020). As a counter to traditional high stakes testing, NXS is intended to
provide an educational atmosphere in which students can develop “a love of learning” and
“discover and hone their talents and skills”. Moreover, the end goal of an education at NXS is to
“create tomorrow’s leaders”, “offer a holistic education”, and teach students to “take ownership”
of their learning rather than simply teaching students to perform well on exams.
The aims of NXS to provide a non-traditional education for Taiwanese students is
laudable. However, there is a significant gap between the espoused aims of the school and the
everyday reality. In practice, students at NXS experience a high-pressure environment where
access to the world top one hundred universities plays out as the end goal. Unlike many
Taiwanese high schools, there is considerable emphasis on physical education. At every grade
level there are major outdoor trips, international travel experiences, and participation in
international students’ competitions and organizations such as the Model United Nations
(MUN), as well as involvement with charity groups (NXS International Website, 2020).
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However, far from students taking ownership of their learning, involvement in organizations,
travel, outdoor adventures, and charity fund raising are all highly scripted, imposed, and
orchestrated by school administrators. Students have little if any say in how activities are carried
out, the amount of choice students are accorded, or what social issues are of most concern to
them. Moreover, rather than students being freed from the onerous burden of an exam culture,
NXS is a highly test-driven school where students are constantly under pressure to perform.
One explanation for the pressure cooker environment at NXS is how foreign and local
administrative bodies are organized separately - each with competing ideologies, values, and
aspirations. The separation of foreigners and local teachers contributes to the effects of othering
and imagining foreigners as outsiders who must be carefully managed and controlled. The
broader national culture, a traditional organizational hierarchy, and notions of the other all
work to distort the relationship between foreign and local teachers. Ignoring the relationship
between foreign and local teachers results in the marginalization and underutilization of foreign
teaching talent. This in turn alters teachers’ expectations of what the organization and its
students are capable of, thus lowering the potential achievement level of students. Moreover,
this relationship of dominance and subordination is modeled to the students which undermines
efforts to develop globally minded citizens who seek to build bridges across racial, cultural, and
ethnic divides.
Leadership Position and Lens
In this OIP, the relationship between Western teachers in an Asian context,
described later in the Problem of Practice section, is underpinned by Critical Race Theory
(CRT), Critical Pedagogy, and Critical Whiteness Studies (CWS). Researchers trace the origin of
Critical Race Theory (CRT) to W.E.B. Du Bois wrote that the major problem of the 20th century
was “the problem of the color line” (Du Bois, 1903, p. 1; Treviño et al., 2008). Du Bois criticized
Marxist thinkers for neglecting the problem of race. Marxist and Critical Pedagogical scholars
believed that problems of race and power result from class struggle and the misuse of power and
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privilege to suppress the poor (Allen, 2004; Freire, 2000). Du Bois, however, believed that class
struggle was secondary to racial divisions. He believed that poor whites had forsaken solidarity
with poor blacks and – in exchange for psychological, social, and material privileges under
white supremacy – acted to surveil a racialized system (Allen, 2004). White supremacy
privileges Europeans who can pass as white and actively undermines other racial groups.
Building on Civil Rights leaders such as Martin Luther King, Jr., and Cesar Chavez, Critical
Legal Studies (CLS) began using counter narratives and storytelling to illustrate systemic
inequities and injustices in the United States (Brown & Jackson, 2021; Delgado 2009). Finally,
in the 1980s Critical Race Theory emerged from the early CLS movement as legal protections
and support for people of color began to be eroded by the US Supreme Court decisions (Brown &
Jackson, 2021).
CRT scholars were motivated to understand how a system of white supremacy and the
subordination of people of color was perpetuated and maintained and how this system could be
transformed (Delgado, 2009; Underhill et al., 2018; Brown & Jackson, 2021). While these
studies focused primarily on the United States, some theorists considered how whiteness and
white supremacy operated globally (Hof, 2021; Knaus, 2018; Lan, 2011; Rose & Paisley, 2012).
For the purposes of this study, a consideration of whiteness and how white privilege manifests
itself is instructive as it can uncover hidden assumptions that affect the relationships between
foreign and local teachers at NXS .
Like CRT, Critical Pedagogy also looks at how power and privilege disadvantage the
poor. However, its focus on class struggle and lack of focus on race has resulted in less
acceptance by CRT scholars (Freire, 2000; Allen, 2004). In a review of CRT literature, Ledesma
& Calderón (2015) identify CRT’s impact on K-12 education in focusing on themes such as:
curriculum, teaching, schooling, and policy. CRT identifies how public education fails to serve
the poor and instead works to privilege the rich. Drawing on its legal foundation, CRT tries to
pose possible solutions to remedy injustices which are inherent in the system. One stream of
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CRT is Critical Whiteness Studies (CWS) which examines how whiteness as privilege operates
(Rogers & Mosley, 2006). Critical Whiteness studies can help to identify how whiteness works
at NXS in ways that both privilege and disadvantage foreign teachers (Debnár, 2016; Hof, 2021;
Lan, 2011; Lundström, 2014).
Being a white male from Canada and a long-term resident in Taiwan, makes me the
prototypical NXS hire. The prototypical hire is someone whose whiteness corresponds to how
Taiwanese people imaginarily construct foreigners as white native English speakers (Lan, 2011;
Linkov & Lu, 2017; Liu & Self, 2020). This idea is prevalent in Taiwan even though native
English speakers comprise multiple racial groups from various regions of the world. However,
regardless of variations in race, most foreign teachers at NXS School are Caucasian and come
from South Africa, the United States or other western countries – in recent years there have
been efforts by the administration to increase diversity among foreign teachers. Whiteness
aligns with the image of what is expected by Taiwanese who want foreign teachers and as such I
also benefit from this paradigm.
Marginalization of the Other
Foreign teachers at NXS are imagined as temporary white-collar workers who typically
return home after a year or two. Immigration is usually conceived as from the Global South to
the Global North with little consideration given to the phenomena of the last 20 years wherein
Westerners have begun to migrate to Asian regions (Lan, 2011; Lundström, 2014). Typically,
migration research conceptualizes immigrants using a deficit model whereby newcomers are
moving to a more developed society and face the task of acculturating or adapting to the new
dominant culture (Berry, 2010). Consequently, the expectation of foreign hires at NXS is that
they will adapt to the new environment, provide their educational expertise, and either learn to
cope with local culture or else continue their sojourn abroad. Little consideration is given to the
reality that many foreign teachers are settlers in Taiwan. Nor is much attention given to the
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difficulties of migration despite the reality that most foreign teachers at NXS either have
permanent residency or are actively pursuing this route (NXS International Website, 2020).
At NXS, the notion that foreign hires are long term settlers and immigrants is outside the
dominant paradigm of foreigner as temporary hire. If it is considered at all – immigration is
conceived as unidirectional and little attention is given to notions of inclusion as a task that
requires commitment from both settlers and locals (Maynard et al., 2010). Moreover, notions of
West to East immigration – influenced by the Western paradigm of immigration as problem –
assume that the goal is adaptation to the new culture with no acknowledgement of factors such
as historical colonialism and questions of national identity which make inclusion uncertain
(Cheng, 2013; Liu & Kramer, 2019; Okazaki et al., 2008). Unspoken, are also factors which
preclude successful inclusion of foreigners into the local community such as differences in
phenotype, language, and cultural values (Brons, 2015; Liu & Dervin, 2020; Liu & Kramer,
2019; Liu & Self, 2020). Consequently, foreign teachers at NXS experience the paradox of being
desired for their Western appearance, language, and experience white privilege, yet at the same
time they experience marginalization and are the Other because of their racial, cultural, and
linguistic differences.
It may be argued that the benefits of white privilege – economic advantages and higher
social status – result in a leveling of the playing field by largely excluding foreigners from the
decision making that directs the life of the school community. However, whiteness as privilege
in non-white dominant contexts results in a phenomenon whereby privileges are superficial and
foreigners find themselves in the role of the middling actor (Bunnell, 2017; Tarc & Tarc,
2015; ). The foreigner, as a middling actor, is one who falls between the traditional business
expatriate and the precariat temporary foreign worker. While an under researched area, the
number of foreign teachers in international schools is increasing rapidly. These middling actors
experience white privilege as something that is passive, an attribute that is not actionable, and
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something whose benefits are of limited value (Hof, 2021). Of greater impact is the othering of
predominantly white foreign teachers in a non-white context.
Othering, though a natural human response in constructing one’s identity by seeing
difference and not necessarily negative initially, does lead to gradations which characterize the
other as different, outsider, deviant, inferior, and incompetent (Brons, 2015; Liu and Dervin
2020; Liu and Kramer 2019; Liu and Self 2020; Liu and Kramer 2021). This dynamic of
foreigner as other – outsider, alien, inferior, and incompetent – characterizes the relationship
between foreign and local teachers at NXS. While unintentional, a failure to consider the
complexities of the relationship between foreign and local teachers has resulted in exclusion,
marginalization, and disempowerment of foreign teachers. This can result in reduced individual
and collective efficacy and diminish the potential effectiveness of the entire school teaching
community.
A Critical Lens
The lens I use to examine my POP is critical as I am primarily concerned with relations
of class, power, and privilege; however, as a white male I am conscious that my critical lens is
from a position of privilege. In Pedagogy of the Oppressed, Freire discusses how liberation for
the poor cannot come from the oppressors because the act of oppressing others dehumanizes
themselves (Freire, 2000). Only the oppressed can liberate themselves for liberation is the act of
becoming more fully human. Efforts by oppressors to liberate the oppressed are disingenuous
and are a form of false generosity. For the oppressors to continue to offer this false generosity,
they maintain an unjust system so that false generosity becomes a permanent feature of the
social order. CRT identifies a similar concept as the white savior complex, which is when those
of the dominant social system attempt to lead those whom they oppress (Knaus, 2018). Keeping
these critical perspectives in mind, my POP is conscious of building collaborative relationships
which depend upon leadership emerging from both foreign and local teachers. Leadership then,
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is conceived of as being facilitative, collaborative, and equal rather than positioning any one
person – including myself – as the central leadership figure.
A Cultural Perspective
This organizational improvement plan (OIP) will present leadership as a sociocultural
phenomenon which has its basis in both macro and micro cultures of which the school
organization is a part. Leadership will be conceptualized as one which sees its role as the service
of others (Sergiovanni, 1992). The cultural analysis framework developed by Schein and Schein
(1992) will provide the conceptual model of how social organizations work. How a person can
use their individual agency to exert influence on the social structures of which one is part will
draw on Bandura’s theoretical framework of individual and collective efficacy (Bandura, 1997).
Thus, an informal leader can exercise a measure of control over their own behavior and act to
create efficacious changes in the school culture at the micro level.
The relationship between senior leadership and staff at NXS can be characterized as
based on rigid hierarchical control, lack of trust, and a culture of silence. While the espoused
beliefs are that we are a “family community”, the reality is quite different (NXS Associate
Principal Opening Address, 2020). Foreign teachers depend upon a year-by-year contract which
is controlled by a single individual. There is no system to appeal to if a contract is not awarded.
Thus, foreign teachers maintain a precarious existence in the company and have little choice but
to carry out whatever administrative demands are required, regardless of whether those
demands are reasonable, practical, or effective. For example, while most teachers drive to school
– as it is some distance from the cities where they reside – there is no secure parking. When a
dispute with a landowner arose over the tacit acceptance of teacher parking on some vacant
land, teachers were told to take the bus – an impractical option given that most teachers spend
two hours or more commuting daily.
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Leadership Problem of Practice
My problem of practice examines how the dominant paradigm of teacher as
temporary foreign worker in Taiwan presently undermines individual and collective efficacy
which in turn can inhibit the growth of academic excellence. This POP probes how to begin
changing this dynamic through improved cultural understanding and recognizing how issues of
white privilege and othering affect all members of the school community. Through analyzing
culture, a greater understanding of the various groups, and divisions among teachers,
administrators, parents and students at NXS can be reached. As a result of this cultural
understanding and awareness, individual and collective efficacy can be increased, and thereby
students’ intercultural experience and achievement levels can be positively affected.
Not all school environments are conducive to cooperation, collaboration, or care. In a
dysfunctional organizational environment, work life becomes a matter of survival, where
jockeying for key positions, and undermining potential competitors, becomes the organizational
norm (Bhandarker & Rai, 2019). When an organization fails to develop a healthy, respectful,
professional educational environment, it is important to assess how the organizational culture
came to be, why it works as it does, and why the organizational culture encourages some
behaviors while discouraging others. Awareness of the problem of white privilege and the other
should be kept in mind as this OIP now turns to a consideration of culture. This OIP draws on
the cultural analysis work of Schein & Schein (2018), social cognitive theory (Bandura 1989,
2000, 2002, 2006, 2018), and transformational and transactional leadership (Bass, 1997; Judge
& Piccolo, 2004) to analyze, identify, and argue that by changing individual and collective
efficacy beliefs using a transformational leadership approach, an informal leader can promote
lasting and sustainable change in a dysfunctional school environment. By raising individual and
collective efficacy beliefs, it is possible to professionally engage with local teaching staff and the
organizational hierarchy to raise student achievement.
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Raising student achievement is arguably primary aim of NXS . When students, parents,
and teachers enter the school, they are greeted by walls adorned with maps proclaiming the
names of the world’s top 100 universities NXS students have gained admission to. Posters of
smiling students on mountain trips and receiving awards shows the promise of a new more
progressive approach to education. However, what is loudly proclaimed on the walls belies the
realities of the organizational culture. NXS Expected Schoolwide Learning Results (ESLRs)
emphasize the importance of becoming global citizens. However, while the foreign teaching
body comprise 75% of the teaching faculty at NXS – approximately one third of the local
teachers and staff – there are no formal mechanism within the school for voicing foreigner
teacher issues and concerns – whether pedagogical or administrative. Decisions are hierarchical
and expected to be followed without opportunity for feedback by the teachers who must enact
administrative directives. This is evident is the language which typically characterizes command
decisions “mandatory”, “compulsory”, “required”, are terms which frequently accompany
directives (NXS Internal Documents, 2020). Teachers have little recourse despite decisions
which affect their everyday work lives.
A false paradigm operates to shield parents and students from the realities of school life
at NXS. The narrative characterizes the foreign teacher as a visitor on temporary assignment
who is linguistically and culturally alien to the local community. Government work visas and
permanent resident visas officially designate foreigners as aliens. So, the narrative goes, foreign
experts will teach for a year or two before returning to their native homelands. Foreigners are
the privileged other who are outsiders to the local Taiwanese community. Foreigners are
conceptualized as different, alien, linguistically incompetent – regardless of their competency in
local languages – and not invested in the local community. Foreigners are also conceived as
being culturally indistinct from each other. However, most foreign teachers at NXS are longterm residents of three years or more, often have Taiwanese spouses and mixed-race children,
and many have at least a basic competence in the Mandarin (the official language of public life
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and education in Taiwan). In other words, rather than the nomadic foreign expert, foreign
teachers have homes, have lives, and are an integral part of the Taiwanese community. In the
next section some theoretical frameworks for analyzing the POP will be considered.
Framing the Problem of Practice
The POP is set against a backdrop of larger questions about the role of education
international schools – in bringing English language education to domestic elites – present
challenges and contradictions for foreign teachers, administrators, and domestic staff (Tate,
2012). In an environment where a dominant collectivist organizational culture depends upon
foreigners from individualistic societies coupled with questions of race, privilege, and the other,
conflicts are bound to emerge. These conflicts can adversely affect the ability of teachers to work
together to raise the social experience and achievement level of students. Several theories will be
used to analyze and understand how to best achieve an inclusive school community which gives
full membership to all teachers in the school community.
Several theories will provide the framework for analyzing, understanding, and leading
the change process at NXS. NXS – unlike traditional international schools which serve
predominantly expatriate families – primarily caters to local Taiwanese families along with a
much smaller percentage of foreign national students. The main international feature of NXS is
the introduction of foreign teachers, Western educational practices, and English language as the
medium of instruction. However, a lack of inclusion and integration of foreign teachers – and
the creation of an us-them dynamic through the discourse of othering – can damage individual
and collective efficacy beliefs and diminish the effectiveness of the teaching community.
Bandura’s Social Cognitive Theory proposes that individual and collective efficacy beliefs
are the primary means by which capacity can be either developed or eroded (Bandura, 1987;
1997; 2000; 2002; 2006; 2018). If the goal of NXS is to equip the young with the pragmatic and
the social skills to thrive in various societies around the world, then the capacity of teachers
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needs to be at the forefront of the school’s organizational goals. If the individual and collective
efficacy beliefs of foreign teachers are eroded by an organizational structure that ignores and
silences the voice of teachers, ultimately it is the students who suffer. When teachers are
silenced and their capacity is diminished, student achievement is also reduced (TschannenMoran & Barr, 2004; MacNeil et al., 2009). The effects of being both privileged and
marginalized has an impact on the efficacy beliefs of foreign teachers as well as on those with
whom they interact.
Keeping in mind that my theoretical lens is critical, it should critically assess the internal
and external environment while being self-reflexive. Bolman and Deal’s Four Frames Model
provides a useful tool for analyzing and understanding critical problems in specific contexts
(Bolman & Deal, 1991; 2017). The Four Frames are Structural, Human Resource, Political, and
Symbolic. While this OIP will focus on the use of the Human Resource Frame and the Political
Frame, it is noteworthy that key is the willingness to view the same problem from different
perspectives rather than choose the frame that aligns with ones’ embedded preconceptions
(Bolman & Deal, 1991). The Political Frame and the Human Resource Frame are consistent with
the role of an informal leadership seeking to build a collegial and inclusive school community.
Effective change and communication in this context are crucial. The Change Path Model will
guide the change process (Cawsey et al., 2016), while the Giving Voices to Values (GVV) Model
will guide communications and establish language that are consistent with building the capacity
of both foreign and local teachers to voice their needs in mutually constructive and collaborative
ways (Cawsey et al., 2016; Gentile, 2010). Finally, the Nadler & Tushman Congruence Model will
allow the monitoring of the change initiative and guide adjustments to the change plan (Cawsey
et al., 2016; Nadler & Tushman, 1980; Nadler & Tushman, 1989)
Human Resource Frame
The Human Resource Frame is particularly relevant at NXS: foreigners are underutilized
and cannot contribute fully to the school community if they are positioned as the other. As the
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outsider, foreign teachers expend considerable energy in keeping their jobs which dependent
upon annual contracts. In contrast, local teachers are granted continuing contracts and are
embraced as members of the organizational family. The Human Resource frame considers the
organization as the means to fulfilling human needs (Bolman & Deal, 2017). Organizations need
ideas, energy, and ability; while people need careers, money, and opportunity. The concept of fit
explains the relationship between organizations and people. When the fit is poor, both human
and organizational resources and opportunities are wasted. A good fit for both results in
meaningful work for people while providing the organization with the talent needed to be
successful. A good fit for employees allows people to use their skills, to show who they are, and
fulfills their financial and lifestyle needs.
Political Frame
The Political Frame reveals the day-to-day interactions between those who wield
positional power at NXS and those who are the objects of that power (Bolman & Deal, 2017).
Though NXS is a hierarchical organization and decision making generally flows downward,
various departments compete for power, resources, and status. Status corresponds to the
Taiwanese concept of face which is highly valued in Taiwanese society, as it accords prestige and
influence on the holder (Tsai et al., 2021). Informal coalitions across departments are frequently
formed, dissolved, and reconfigured depending on how the needs and interests of various
individuals converge or diverge. Positional power is limited depending on the ability of
managers and leaders to garner support for specific decisions. For the purposes of this OIP, it is
important to note that there are many local teachers and administrators who are open to more
inclusive, collegial, and collaborative relationships with foreign teachers.
Theoretical Models for Change
The Human Resource and the Political frames will guide the plan for changing the
relationship between foreign and local teachers at NXS through the four phase Change Path
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Model (Cawsey et al., 2016). The Change Path Model theorizes change as moving through
distinct phases while allowing for changes and adjustment to each stage as new problems and
solutions emerge. The Awakening stage identifies why change is needed, what change would
look like, and how to communicate the change to various individuals and groups. The
Mobilization stage clarifies how big the gap is between the present situation and the
circumstances at the end of the change. The Acceleration stage considers plans to bridge the gap
between the present and future states, what actions will be taken, and how the transition from to
the new state will be handled. In the Institutionalization stage, processes for making the change
a permanent feature of the organization are considered along with how to measure the degree to
which the change has been successful and how far the organization still needs to go.
Approaches to Leadership
The leadership theories used to guide participants in the change include
Transformational Leadership (Bass, 1990, 1999; Bass & Steidlmeier, 1999; Burns, 2009;
Khanin, 2007; Northouse, 2019) and Authentic Leadership (Avolio et al., 2004; Avolio &
Gardner, 2005). While in some respects similar, these two theories are distinct yet
complimentary. Transformational leadership is focused on a powerful change vision and
motivating followers to action. Transformational leadership strives to push others to achieve
beyond the norm and strengthens individual motivation, self-efficacy, and self-esteem (Yavuz,
2020). Authentic leadership is more self-reflective and leads by example. Informal leadership at
NXS emerges from the paradoxical position of being the privileged yet marginalized other. This
reflexivity is essential as others involved in the change will need to reflect on their own
dominant, subordinate, privileged, or marginalized positions.
Cultural Perspective on the Problem of Practice
NXS is intricately linked with its cultural context. To understand NXS, the current
organizational paradigm, as well as the problems faced by administrators, teachers, and
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students, it is essential to understand the overall culture which dominates the school
environment. NXS is located near a major city on the island state of Taiwan. Taiwan’s
international status and the political language surrounding its status on the world stage holds an
enormous sway over current discourse, political aspirations, fears, and the hopes of Taiwanese
citizens. In many ways, Taiwan’s experience is parallel to that of Singapore immediately after it’s
colonial past left it an independent city state (Schein & Schein, 2016) . However, important
differences have resulted in these two becoming distinct, dynamic, Confucian states.
Macro Culture
Taiwan lives in the shadow of the communist regime of the People’s Republic of China
(PRC). The PRC has long proclaimed its intentions to retake Taiwan by military force were
Taiwan ever to declare its official independence (Chang & Yang, 2020). Despite China’s efforts –
and complicity by Western powers – to isolate Taiwan internationally, Taiwan has developed
into a strong democratic state with an open and transparent government and legal system
(Morbrand, 2020). Nevertheless, the existential threat to Taiwan’s continued growth and
development hangs heavy over Taiwanese citizens. In response, there is a strong drive to
maintain a technological, economic, and democratic edge to increase support from Western
democracies for Taiwan in the event of war. The pragmatic consequence is that learning English,
adopting Western educational practices, and pursuing higher education in the United States,
Canada, the UK, and other Western countries has become not only an economic drive but a
bulwark against China’s threat to Taiwan’s democratic way of life. The push for Western
education drives much of the educational system in Taiwan. However, it also results in
competing efforts to define Taiwanese culture as both distinctively Taiwanese and traditionally
Confucian. Thus, traditional Confucian practices are deeply embedded in every aspect of
Taiwanese business, education, and culture.
Culture is at the heart of why NXS operates as it does, and it is also central to why the
gap between the official narrative and the operational reality of organizational life differ so
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markedly. Culture – even traditional Confucian ones – change, grow, and adapt. A dynamic
definition of culture is the body of knowledge that a group has created, developed, and acquired
which allows the group to solve “its problems of external adaption and internal integration”
(Schein & Schein, 2016). This body of knowledge, processes, and beliefs form the core of an
organization’s culture and gradually become taken for granted assumptions which are then
taught to new organizational members as the right way to do things. Importantly, these
foundation elements of organizational culture, which are clearly articulated early in an
organization’s life, eventually become taken for granted operating assumptions which are then
subsumed under a normalization process. Whether at the macro level as a nation, or at the
micro level as an organization, people do what they do to solve problems in response to
environmental conditions and organizational needs and demands. When an organization fails to
perform as it is intended, these basic tenets need a careful reexamination to see which beliefs
need to be changed.
Orientalism, which configures Western conceptions of the Eastern other persist, just as
Asian conceptions of the Occidental other do (Said, 1979; Liu & Dervin, 2020). Despite openness
to international travelers, the increase in foreign expatriates to Taiwan, and government
regulations promoting permanent residency for foreign nationals, the stereotype of the foreigner
as white American English speakers persists (Linkov & Lu, 2017). Taiwanese look for schools
with visibly foreign teachers. The dynamic between schools and parents becomes one in which
the school acts as the knowledge broker, translator, interpreter, and controller over how the
foreign teacher interacts with the school community. Despite three decades of progress in
Taiwan’s engagement with Western countries, the paradigm of the incomprehensible foreign
teacher being mediated by a knowledgeable Taiwanese school administration continues.
Micro Culture
This erroneous and outdated paradigm isolates and diminishes the voice of professional
foreign teachers at NXS . Despite the growth in NXS’s international program and the increase in
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foreign teachers to one-third of the overall staff, foreign teachers do not have a voice with
parents, with local teachers, with the Student Affairs department (SA), with the principal, with
the CEO, nor within the Academic Affairs department (AA). Even though the AA is primarily
staffed by foreign hires, they continue to maintain the false paradigm. The consequences for
foreign teachers at NXS are exclusion from organizational decisions that affect their work, a lack
of transparency in the promotion system, and an absence of recourse for grievances or unfair
treatment. Thus, NXS maintains an organizational culture that sustains an outdated paradigm
to the disadvantage of both teachers and students.
For genuine change to take place, a clear understanding of the organization’s cultural
DNA is needed. Drawing on Hofstede’s five dimensions of culture (Schein & Schein, 2016), it is
possible to identify the inner workings of NXS . An organization’s cultural DNA has an internal
and an external dimension which comprises the organization’s sense of identity. The early
beliefs that an organization holds become established early and become resistant to change
because they provide a basis for stability and purpose for organizational members. For example,
the East versus West paradigm discussed earlier, provides the basis for how relations are
conducted between foreign administrators and teachers and other departments in the
organization. One cannot simply say we are changing the paradigm as to do so would remove the
very raison d'être for many departmental beliefs and practices. Change at the cultural level must
be consistent with some aspects of the organization’s cultural DNA and cannot simply reject all
aspects out of hand.
It is possible to characterize cultures at both the macro and the micro levels. Using the
work of Hofstede and GLOBE research into cross-cultural interactions and leadership, NXS can
be characterized as Confucian Asian, while most foreign staff can be characterized as Anglo
(Hofstede & Hoppe, 2004; Northouse, 2019; Schein & Schein, 2016). In a Confucian Asia culture
people are generally results oriented, demonstrate collectivism at the institutional and group
level, and prioritize group goals over individual ones. At the opposite end of the spectrum, the
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foreign staff at NXS would demonstrate Anglo cultural characteristics such as a high degree of
competitiveness, being results driven, and prioritizing individual goals over collective goals.
These general characteristics describe the local and foreign staff at NXS. These cultural
generalizations are suggestive of the tensions between the two groups, hint at differences in
perspective between them, and indicate the difficulty they have in reaching consensus.
While the macro cultural characteristics offer clues about the foreign and local
departments at NXS, understanding how these two opposite groups have come to work together
and create an organizational culture requires a deeper analysis. Uncovering the specific taken
for granted assumptions of the two groups at NXS, and how that informs the cultural DNA of
the local and foreign departments can be uncovered using Schein & Schein’s (2016) three-stages
of analysis: cultural artifacts, espoused beliefs and values, and basic underlying assumptions.
Cultural artifacts are the way organizational members express themselves through clothing,
language, technology, stories, values, and ceremonies. Cultural artifacts are what observers
would see when looking at the behavior and interactions of organizational members. Espoused
beliefs and values refer to the ideas about what is and how they should be. Unless these ideas are
tested and shown to work, they are not transformed into assumptions. Approaches that do work
become accepted as organizational beliefs and become assumptions that continue to operate
outside the awareness of the group. Espoused beliefs and values may be quite different than the
artifacts that are observed. Finally, basic underlying assumptions are the unconscious beliefs
which determine how group members act, think, feel, and understand problems. Since these
assumptions are hidden, uncovering them reveal why the organization makes decisions the way
it does, and why it implements things the way it does. To embark on a program of cultural
change, understanding and uncovering the relationship between these ideas is fundamental to
explore what can be changed in the cultural DNA and what cannot be changed.
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PESTEL Analysis
A PESTEL Analysis (see Table 1) can provide a look the external context of NXS. This
comprises a view of the current political, economic, social, technological, legal, and environment
factors that affect the organization. Taiwan faces a complex web of factors which All of these
factors suggest that NXS both benefits from Taiwan’s progress but must continually develop and
learn to cope with the rapidly changing external environment.
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Table 1
PESTEL Analysis
Political
•

The impact of COVID-19 policies

Economic
•

restricts flow of foreign teachers.
•

•

Government polices increasingly

Taiwan’s economy continues to be
healthy despite a global downturn.

•

The cost of living, especially housing,

support but fall short of full

is placing greater stress on foreign

citizenship for foreign residents.

residents.

Threats of Chinese invasion may

•

discourage new foreign residents.

Only a small number of schools in
Taiwan offer competitive salaries for
foreigners.

Social
•

Technological
The expatriate community has shifted

•

from well-heeled business types to the
“middling actor” (Bunnell, 2017).
•

Taiwan is a highly developed
technological society.

•

Internet and media access are open
and transparent.

Greater social integration is expected
by foreigners (Kwan, 2021, February
6).

Legal
•

Environmental
Foreign residents have more legal

Manufacturing & transportation are

rights and protections (Laws &

significant environmental problems

Regulations Database of the Republic

(Grano, 2015).

of China, 2021).
•

•

•

Space is extremely limited which

Full citizenship rights are still not

creates difficulties for housing and

available for foreign males.

recreation.
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Questions Emerging from the Problem of Practice
After considering the context of NXS , several key questions emerge. In this context, how
can the foreign community create a voice that can address their needs? How can foreign teachers
bridge the divide which stereotypes them as alien and transient rather than as contributing
members of the school community? How can concerns over administrative lack of transparency
be voiced without teachers suffering the consequences of retaliation? These questions should be
addressed to ensure the continued health and growth of the school community.
Giving the foreign teaching community a voice at NXS will require building alliances
with the local teaching community as well as administrators from both foreign and domestic
departments. However, as the organization embraces a hierarchical approach to leadership in
which compliance is expected of subordinates, such an alliance will be problematic. NXS has a
history of shutting down new initiatives and programs when proactive teachers or
administrators create a following among the students and parents for new initiatives that
threaten the status quo. Consequently, teachers or administrators who attempt to change the
status quo are regarded with a measure of caution.
To change perceptions of foreigners as the other, foreign teachers could inform and build
relationships with local teachers. Foreign teachers will need to dispel the transient foreigner
stereotype. Contrary to this stereotype, many foreigner teachers have made Taiwan their home
and have an emotional commitment to the island. Foreign residents often have social and family
connections in Taiwan. Also, foreign teachers are educated by their national education systems
and despite differences, there are considerable continuities between Western and Taiwanese
systems. These continuities provide cohesion for foreign and local Taiwanese teachers in the
form of a macro vocational culture (Schein & Schein, 2016). Finally, marriages among foreigners
and Taiwanese people have resulted in a distinctive immigrant community. This community
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shares the common experience of learning and continuing to adapt to the larger Taiwanese
macro culture.
The need to voice concerns over administrative lack of transparency will be difficult
without teachers suffering the consequences of retaliation. This is one of the most problematic
areas to address in this OIP. Many administrators have managed to hold onto their positions
through creating a network of informers who are rewarded for revealing resistance and objection
to administrative practices. Thus, veteran teachers do not confide in anyone who has not been at
the school for two or more years. Even then, teachers are extremely careful within their informal
support networks. Creating a professional community within the school where colleagues can
collaborate and share could be undermined by informers, silenced by the inclusion of
administrators, or dismissed as ineffectual by those who have become cynical with the
authoritarian nature of senior leadership. Nevertheless, since there is already a loose informal
network of like-minded colleagues, such a professional community is possible.
Leadership Vision for Change
By giving a voice to foreign teachers, by improving relationships between foreign and
local teachers, by creating an organizational environment which values transparency and trust,
the individual and collective efficacy of teachers can be raised. In an NXS environment where
the cultural and racial differences between foreign and local organizational members is
recognized, valued, and promoted, it is possible to increase the individual and collective efficacy
of teachers. Greater individual and collective efficacy for teachers could lead to a more positive
and effective environment where the goal of developing the highest potential in students can be
realized.
The aims of this OIP are lofty compared to the reality of how NXS operates. However,
the following goals are both the stated aims of the organization as contained in its mission
statement (see Appendix A) and are also explicitly stated as part of the legal requirements of the
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organization. First and foremost, it is important to remember that NXS is a registered nonprofit organization and draws its legitimacy from this legal status. As a non-profit organization,
the school has legal obligations to give an account of its operations, finances, and aims.
Transparency, inclusion, social justice, and accountability have practical outcomes that have yet
to be realized at NXS School.
Transparency and Trust
Transparency can create greater trust. The current organizational structure is rigidly
hierarchical and authoritarian, and while this may have served the organization in its early
stages of development, to compete in the current international school market requires a higher
level of teacher professionalism. In the early years of NXS , there were virtually no options for
local families who wanted an international education for their children. Government regulations
restricted international schools to foreign passport holders, thus eliminating that possibility for
local Taiwanese families (Ministry of Education Republic of China, 2018c). With the creation of
NXS, a needed educational option was provided. Some twenty years later things have changed
considerably, with dozens of international non-profit schools providing a foreign language
curriculum for local Taiwanese students. To remain competitive in this new environment,
schools will have to demonstrate a high level of professional teaching expertise. Limiting the
voice of the professional international teaching faculty at NXS, will in time diminish its capacity
to respond to the needs of its client base.
Educational Reform
Taiwan’s education system – while effective in ensuring literacy and numeracy compared
to other nations around the world (OECD Education GPS, 2021) – is still in need of reform. This
is the stated mission of NXS . Students in Taiwan spend long hours at school, frequently attend
after school cram school classes, have enormous pressure to succeed and gain acceptance into
the world’s top universities. It is the promise of equipping students for those top universities
that has attracted many families to NXS in the first place. However, the pressures of school life,
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family expectations, and long hours of classes and homework take their toll on many Taiwanese
students and teachers. The suicide rate among students is rising in Asia along with increased
competition for access to the best schools and universities (Chiu, Lin & Pan, 2014; Lee, 2019).
Clearly, the mission of NXS for educational reform is needed, yet the school has not shown a
clear direction for a way out of the pressure cooker environment of the Taiwan education
system. NXS with its emphasis on sports, music, and art, could be a leader in reforming
education. The adoption of the International Baccalaureate (IB) system with its emphasis on
project and inquiry-based learning could provide a way out of the high stakes testing paradigm,
were teachers able to be freely collaborate and share different teaching approaches.
Traditional teacher-centered instruction persists at NXS despite the adoption of IB
programs. A teacher dispenses knowledge and students receive. Freire (2000) characterizes this
as the banking metaphor of instruction, whereby students are passive recipients and knowledge
is deposited or withdrawn. Some teachers do experiment with student-centered instruction,
with students creating their own knowledge individually and in groups; however, this is the
exception. Test performance is used to stream students into ability groupings, despite research
showing that streaming is detrimental to many students, this is still the primary selection tool
used to structure school courses (Bandura, 1997; Boaler et al., 2000; Francis et al., 2017;
Steenbergen-Hu et al., 2016; Zevenbergen, 2005). While gifted children often enjoy ability
grouping, it is worth considering the long-term social impact on these children and whether we
are simply fostering elitism in education (Vogl & Preckel, 2014).
The paradigm of the foreign teacher as alien visitor in a Taiwanese context diminishes
the confidence and effectiveness of the foreign teachers, eclipses opportunities for collaboration,
and allows ineffectual teaching practices to persist. Despite espoused values for educational
reform, and developing students into globally minded citizens, a rigid organizational hierarchy,
authoritarian directives, lack of grievance mechanisms, and contradictions between espoused
values and beliefs undermine the school’s potential to be a leading educational reformer. Given
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the changing context with an increasing number of competitor schools offering international
school programs, it is essential for the long-term future of NXS to grow and adapt. Arguably, the
best way to do this is to fully capitalize on the resources that already exist within the school – a
highly educated, qualified, and internationally and locally trained teaching staff.
Bringing foreign and local Taiwanese teachers together to share their educational
philosophies, values, and pedagogical practices could place NXS pedagogy at the forefront of
reform. Most teachers at NXS are highly educated and have experience in a variety of cultures
and contexts. Sharing knowledge, skills, and experience could raise the capacity of teachers and
propel more student-centered and wholistic teaching. The 2020 Global Pandemic has given NXS
a window of opportunity. There has be an increase in enrollment due to returning overseas
Taiwanese who wish to sit out the pandemic until the situation stabilizes abroad. Also, many
families with dual citizenship have halted plans to send their children overseas for their final
high school years. This has given the school a window, during which it is possible to change the
way foreign and local Taiwanese teachers interact.
There are many benefits to making change happen at NXS School. For foreign teachers
there is increased job security, transparency in awarding promotions and benefits, and
continued professional development. Changes will ensure long and prosperous teaching careers
at NXS. The school benefits when it encourages an inclusive environment that recognizes
cultural and racial differences, the career aspirations of all teachers, and the reality that
foreigners are residents. An inclusive school community would stem the nearly 16% annual
attrition rate of foreign teachers (NXS Internal Documents, 2020). For local teachers, increased
collaboration could lead to greater professional solidarity and professional development. And
for students, there could be the opportunity to realize their full potential. The vision for NXS
School is one where the teaching faculty is considered neither foreign nor local, but instead it is
an international teaching community that shares in the goal of developing leadership for a
changing world.
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Change Drivers
The best drivers (Figure 2) for change at NXS are capacity building, group work,
instruction, and systemic solutions (Fullan, 2011). These drivers align with the need to change
the organizational culture and address systemic issues that hinder collaboration and excellence
among teachers. These drivers focus change efforts on the motivation and competency of
teachers which are needed for genuine change. Systemic change comes from motivating all
teachers to purposefully commit to creating an inclusive, collaborative, professional community
working together with a shared purpose to make the school community a model of international
cooperation that leads students by example.
Figure 2
Change Drivers
•Develop collaborative relationships between
foreign and local teachers.

Capacity Building

•Opportunities to understand the other by facing
stereotypes, prejudices, & marginalization.

Group Work

•Sharing knowledge, skills, and culture.

Instruction
Systemic Solutions

•Change is for all teachers.

Organizational Change Readiness
Change readiness are the beliefs and attitudes that change is necessary and an
appropriate response to an organizational problem (Rafferty et al., 2013). Organizational
readiness for change is affected by five elements. First, discrepancy is the understanding that
change is needed. Second, members need to believe that change is the appropriate response to
the problem or problems facing the organization. Third, to embrace change as a feasible solution
there must be the individual and collective efficacy to enact the changes. Fourth, individuals and
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groups need to believe that there is principal support – that the organization will provide the
needed support for change. And fifth, valence or what is to be gained or lost by a change
program needs to be understood and accepted.
Bringing change to NXS will not be easy. In an environment where subordinates survive
through a strategy of silence, for a change leader it will be necessary to be strategic in creating a
network between the foreign and local teachers (Ryan, 2016). Through strategic activism, there
are many options available for an informal leader to undertake an organizational change
program. Some of these options include the following: positioning oneself to strengthen a
network of informal relationships with others; maintaining strong relationships with
trustworthy colleagues; projecting credibility based on instructional competence, knowledge and
experience; enhancing social relationships within and outside the school; maintaining lines of
communication with local staff and assisting where language skills are needed; and, conveying
the vision for change in subtle, careful conversations. These tactics can lay the initial and
intermediary stages of change.
Change at NXS will require members of the organization to face some uncomfortable
truths about themselves. Part of these unpleasant truths will be confronting the reality of
whiteness and privilege along with the lack of real power that goes with these privileges. Local
teachers will need to reexamine their stereotypes of the foreign other and consider the very real
effects of marginalization.
For change to happen, people need to have a positive attitude to see them through the
difficulties of implementation. To prepare the teachers and staff, it will be useful to assess
current attitudes and beliefs about change to gauge acceptance and resistance toward new
change initiatives. Assessing beliefs and attitudes of staff based on their previous experiences
with change could provide indicators for directions to take, pitfalls to avoid, and themes to
address (Holt et al., 2007). Holt et al. (2007) identify four areas of concern for organizational
members as they face change: context, content, process, and individual attributes. Context
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relates to work environment. Content concerns the type of initiative and what it will do. Process
is how the initiative will be introduced. Individual attributes refer to personal predispositions to
either embrace or resist change. An effective survey will address all four areas (see Figure 3) to
gain a clear picture of organizational members beliefs regarding change.
Figure 3
Dimensions of Change Readiness

Note: The four quadrants in Figure 3 are the dimensions of change with questions designed to
address organizational members beliefs about change initiatives. Beliefs transfer to behaviors
which can be harnessed to see the change process through. Adapted from “Readiness for
Organizational Change: The Systematic Development of a Scale” by D. Holt, A. Armenakis, H.
Field, & S. Harris, 2007, The Journal of Applied Behavioral Science, 43(2), 232–255. Copyright
2007 by D. Holt.
The survey in Table 2 identifies seven dimensions related to employee beliefs and
perceptions about how the organization has handled change in the past. The abbreviated survey
and the sample questions help employees identify the various agents, their responsibilities with
the changes, and how successful the change was perceived to be. A survey such as this has
several advantages in measuring organizational change readiness: it is easy to compile; it is
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efficient; it can be widely distributed; and it can identify gaps in expectations between change
leaders and other members (Holt et al., 2007). Identifying the gaps is crucial as it can help
change leaders identify potential resistance and support measures to modify the change
initiative accordingly.
Table 2
Organizational Readiness for Change Rating
Readiness Dimensions

Questions

Previous Change Experience

Has the organization had generally positive
experiences with change?

Executive Support

Is there a clear picture of the future? Are
senior leaders in the organization trusted?

Credible Leadership and Change Champions

Are senior leaders in the organization
trusted?

Openness to Change

Does the organization have communication
channels that work effectively in all
directions?

Rewards for Change

Does the reward system value innovation and
change?

Measures for Change and Accountability

Are there good measures available for
assessing the need for change and tracking
progress?

Note: In the left column of Table 2 are the areas or dimensions which need to be explored to
assess readiness for change. In the right column, the questions listed are examples intended to
reveal employee beliefs about past experiences with change in the organization, how well the
changes were received, how they impacted the organization, and how those experiences have
shaped beliefs about adopting future organizational changes. Adapted from Organizational
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Change: An Action-Oriented Toolkit (3rd Ed., p 108-110) by T. S. Cawsey, 2016, Berrett-Koehler
Publishers. Copyright 2016 by T. S. Cawsey.
The need for change has long been recognized by teachers who year after year witness
the departure of excellent teachers as evidenced in the 15 – 20% turnover yearly turnover rate
(NXS Internal Documents, 2020). In private conversations with departing teachers, it is
frequently revealed that a reason for leaving has been the rigidity of the organization and
frustration with the opaqueness of administrative decision making. The discrepancy between the
public and the inner life of the school has been apparent for several years (Rafferty et al., 2013).
With a principal and administrative team who are unwilling to challenge the current paradigm
which frames a restrictive relationship between foreign teachers and the organization, change is
the most appropriate response.
Careful, strategic, and well thought out communication will be key to creating change
among teachers (Rafferty et al., 2013). Many teachers are under pressure by administrators to
perform, are concerned about receiving future contracts, and are worried about maintaining
homes and raising children. Awareness of the emotional and physical needs will mean careful
consideration of not only who is trustworthy, but how much various members of the teaching
body can afford to risk. Informal transformational leadership will need to lead by example,
maintain authentic relationships with all members of the school community, and spread word of
alternative ways of collaborating and coexisting.
Conclusion
In this chapter, colonialism, whiteness, white privilege, and othering introduce a context
where relationships between foreigners and local Taiwanese teachers should be
reconceptualized. The POP is viewed from a critical and cultural lens which analyzes the
dynamics at work between foreign and Taiwanese teachers. The POP considers how to give voice
to the foreign community and bridge the relationship gap between foreigners as the other and
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local Taiwanese teachers. Theories include Bandura’s (1997) social cognitive theory for building
teacher capacity by raising efficacy beliefs. Bolman and Deal’s Four Frames (1991, 2017) is a
window to understand the POP as a political and human resource issue. Culture is viewed as a
dynamic phenomenon within which change is inevitable and presents opportunities. Models for
organization-wide transformation – the Change Path Model (Cawsey et al., 2016) and Giving
Voices to Values (Gentile, 2010) – will guide the change process. And finally, the NadlerTushman Congruence Model (1980, 1989) will provide direction for change. Change should be
embraced as an opportunity to experience our full potential and to become more fully human.
This is at the heart of the human journey and at the core of excellent education.
Chapter 2: Planning and Development
In this chapter, the theoretical underpinnings and the application of transformational
leadership (Bass, 1990; Bass, 1999; Bass & Steidlmeier, 1999; Khanin, 2007; Northouse, 2019)
and authentic leadership will be discussed (Avolio et al., 2004; Avolio & Gardner, 2005; Yavuz,
2020). These two theories complement each other with transformational leadership focusing on
external actions while authentic leadership monitors the internal motivations and ethical
components of an individual’s leadership approach. A brief look at stakeholder and
transactional theories will also be considered. Frameworks for leading the change will include
Gentile’s Giving Voices to Values (GVV) model (Cawsey et al. 2016; Gentile, 2010, 2017) and the
four stage Change Path Model (Cawsey et al., 2016; Deszca, 2020). Gentile’s model addresses
the need to develop the capacity of teachers for more effective communication. The Change Path
Model provides a process for mapping a staged, positive organizational change effort. An
analysis of organizational behavior using the Nadler & Tushman Congruence Model (Cawsey et
al., 2016; Nadler & Tushman, 1980; Nadler & Tushman, 1989) will help identify what needs to
be changed at NXS. Finally, possible solutions to the POP and ethical considerations will be
discussed.
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Leadership Approaches to Change
My leadership approaches to bring change to NXS are transformational leadership and
authentic leadership (Avolio et al., 2004; Avolio & Gardner, 2005; Bass, 1990; Bass, 1999; Bass
& Steidlmeier, 1999; Khanin, 2007; and Northouse, 2019). Transformational and authentic
leadership, while conceptually distinct, are complementary. Transformational leadership aims
to change how people are motivated and how they grow and develop so that they can reach their
full potential while in the pursuit of organizational goals. Leadership is about influencing others
to encourage change at a deep personal level. Changing others is an inherently moral activity
and as such one has a responsibility to consider the ethics of leadership actions. Authentic
leadership grounds the internal moral and ethical development of leaders, so that behavior is
based on integrity and principled behavior. This can ground the transformational approach in
an ethical framework (see Figure 4). Key additions that authentic leadership add to
transformational leadership are positive psychological capital, authentic behavior, and relational
transparency which are elements that seem insufficient in the current leader - follower
relationship at NXS .
Figure 4
Transformational Leadership and Authentic Leadership
Transformational
Leadership

Authentic
Leadership

Vision & Goals

Self-Awareness

Performance
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Internalized
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Intellectual
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Note. Authentic leadership theory though similar is conceptually distinct for transformational
leadership theory (Yavuz, 2020). A key difference is that transformational leadership focusses
on transforming the external environment for the benefit of the organization and organizational
members. Authentic leadership has a stronger focus on the internal development of individual
leaders and is less focused on external behaviors. For this OIP, changing the organization is the
primary goal, therefore the transformational aspect of leadership is most relevant.
Transformational leadership, embedded with elements of authentic leadership, is the
preferred leadership model for several reasons. It is a positive leadership model that provides a
path for change well into the future. It conceptualizes the moral virtues of organizations as a
means through which individuals can contribute to the greater good (Northouse, 2019).
Effective transformational leadership can guide even a dysfunctional organization into
becoming a more altruistic enterprise dedicated to the development of the human community
and the individual existential experience. Transformational leadership is a model that is well
researched and has conceptual clarity. Criticism of the transformational approach is that there
may be a dark side to leadership which emphasizes a dependence on a charismatic leader and
follower dynamic (Yavuz, 2020). Considering notions of whiteness and the white savior
phenomenon, charismatic leadership needs to be viewed with caution (Freire, 2020; Knaus,
2020). With these cautions in mind, and anchored in authentic leadership notions,
transformational leadership can be effective approach.
This joint model of leadership is also understandable and recognized in a predominantly
collectivist Confucian society such as Taiwan’s within which NXS functions (Bass, 1997;
Goddard, Hoy & Hoy, 2004; Hofstede & Hoppe, 2004). The foreign cultures embedded within
the larger collectivist culture of Confucian Taiwanese society at NXS are predominantly Anglo
(Schein & Schein, 2016). Thus, while there are significant differences between what each
cultural group would identify as an effective leadership approach, there are also important
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similarities which give transformational and authentic leadership approaches better chances of
success in implementing a change program.
Transactional versus Transformational Relationships
Transforming organizations is a logical response to shifting political, economic, social,
and economic conditions. Transformation can help maneuver the ship of business to align with
the winds of change (Burnes, 2009). The shift from Taylor’s principles of Scientific Management
to Lewin’s attempts to humanize the face of business through the Organizational Development
(OD) movement illustrate key ideas in change management theories and approaches. Early
efforts towards organizational change envisioned improvements to management and employee
relationships based on a transactional relationship (Burnes & By, 2012). This reduces people to
economic units and ignores deeper needs for meaning and purpose in life (Frankl, 1984).
Arguably, organizations as social institutions have a wider responsibility to contribute to society.
Educational organizations influence their local communities in profound ways. They not only
interact with communities on an exchange level, but they also enter a committed relationship
with the community to ensure the physical, social, and intellectual development of children. The
successful organization contributes to the transformation of people to become contributing
members of society.
Critical modern-day issues such as environmental degradation, wealth disparities,
educational inequalities, and social injustices are a few examples of the need for organizations to
look beyond self-interest. Stakeholder theory has expanded the notion of who is affected by
organizational behavior to include the wider society as well as those stakeholders who directly
profit from organizational growth (Burnes & By, 2012). The transactional nature of the
relationship between employees and companies forms the initial bond between individuals and
organizations (Khanin, 2007). However, if an organization remains in the initial stages of the
transactional-transformational continuum, this is likely reflective of a failure to grow and to
develop to meet modern environmental changes and pressures. Transformational leadership
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theory is suggestive of the social developmental goals and aspirations embodied in an
organization’s mission statement, yet it should have at its core ethical principles and beliefs to
guide transformational behaviors (Bass & Steidlmeier, 1999; Burnes, 2009; Burnes & By, 2012;
Avolio et al., 2004; Avolio & Gardner, 2005). Thus, authentic leadership contributes the moral
courage for transformational leaders to implement positive organizational change (Alvolio &
Gardner, 2005; Yavuz, 2020).
Transformational Leadership and Authentic Leadership
Transformational leadership integrated with elements of authentic leadership is not
restricted to those who hold formal organizational power and authority (Burnes & By, 2012).
Leadership can be distinguished from management as a process that guides followers to a future
state. For transformational leadership changes to be positive, leadership should be grounded in
an ethical core (Avolio et al., 2004; Avolio & Gardner, 2005). While management relies on
positional power and authority, leadership relies on the ability to articulate the deep desires and
aspirations of others. Informal leadership emerges where there is a willingness and
intentionality to articulate a vision for positive relationships between foreign and local teachers
despite the current divide, mistrust, and lack of mutual understanding of the other.
It is important to distinguish key elements of transformational leadership and how they
differ from superficially similar but conceptually different competing leadership approaches.
Transformational leadership is about dealing with people as full human beings with goals,
needs, aspirations, and self-worth who are valuable member of the organization (Northouse,
2019). It is concerned with the whole human experience and the need to articulate and adhere to
values, beliefs, and goals. It is concerned with the common good and the ultimate purposes of
organizations. Transformational leadership attempts to bridge the existential purposes of people
with organizations and work toward the common good. In this respect, transformational
leadership is not limited to formal position or status but can be exercised by anyone who can
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articulate a common shared vision that inspires people to build, develop, and grow a worthy
educational organization.
Transformational Leadership
The key elements of transformational leadership include five focal points: idealized
influence, inspirational motivation, intellectual stimulation, and individual consideration
(Bass, 1990, 1999; Bass & Steidlmeier, 1999; Burns, 2009; Khanin, 2007; Northouse, 2019). In
this section, I will give a brief discussion of how these transformational principles can be applied
in the context of NXS – self-monitoring of a leader’s motivations, morals, and principles should
be guided by notions of authenticity. Idealized influence attempts to reach other group members
by appealing to the emotional side of people. In the case of NXS, this mean being a role model
for how to interact with administrators, colleagues, and students to attain results in a moral and
ethical manner. A transformational leader at NXS can be counted on to do the right thing. This
is also leadership that articulates a vision and a mission for how the school environment can be
improved despite obstacles to meaningful change. Many foreign and local teachers have
resigned themselves to a monolithic organizational culture in which their voices are silenced.
Despite previous efforts to improve the quality of the school cultural environment little has
changed. Trust is in short supply at NXS and may lead to a suspicious and cynical attitude by
some. Trust needs to be built and modeled.
Inspirational motivation involves communicating to organizational members the positive
belief that educating, teaching, mentoring, and developing young learners is one of the highest
aspirations that members of society can pursue throughout their professional careers
(Northouse, 2019). In this regard, the mission of NXS to break away from traditional and
restrictive educational practices – such as rote memorization and mindless rule following –
transcends any single individual interest of organizational management. With this belief clearly
at the center of NXS education, teachers have a professional responsibility to improve the school
for the good of every student. Teachers at NXS are often left feeling expendable and
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interchangeable and need to embrace their professional mandate as teachers who are dedicated
to the growth of children and the improvement of society.
Intellectual stimulation refers to leadership which supports the efforts of teachers and
staff to improve the school environment (Northouse, 2019). This includes encouraging
creativity, promoting new approaches, developing critical thinking, and engaging in problem
solving. Currently, teachers at NXS are reluctant to become involved, to voice the need for
changes, or to challenge unfair practices. However, past experiences at NXS have shown that
there is a strong undercurrent of resistance to unfair and autocratic decisions which have been
effective in the past. For example, in 2016 the CEO decided that teachers were inadequately
attired at formal functions such as parent-teacher conferences. Consequently, it was announced
that a staff suit would be provided for all teachers and staff. Fitting sessions were carried out,
and most commented on how nice the dark blue suits and materials were. However, when the
suits were completed before the first parent-teacher conference, a cheap gray ill-fitting suit
arrived. Immediately, throughout the school, across departments, and among foreign and local
teachers, considerable resistance emerged. Most teachers felt insulted that they could not be
expected to be professionally attired. Adding insult to injury was the switch to a cheap gray
fabric. Much grumbling was heard among teachers. A steady stream of emails from
administrators reiterated how the company issued suit was mandatory. On conference day,
many teachers showed up wearing their own suits despite fears of being fired over the issue.
Many of those who did wear the company suit resisted by wearing ridiculous shoes, socks, ties
and shirts which undermined the whole concept. Those who wore the suit as prescribed were
embarrassed. Gradually, the suit fiasco faded from the scene. Even authoritarian approaches to
leadership have their limits at NXS.
The fourth element characterizing a transformational leadership approach to change is
individualized consideration (Northouse, 2019, Yavuz, 2020). Leaders who practice this will
listen, support, coach, and advise organizational members based on their individual life
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circumstances and consequent needs. A lack of individualized consideration is an area which
affects foreign and local teachers in contradictory ways. In this area, current management
conceptualizes foreigners as temporary actors and compliance, cooperation, and engagement is
attained through transactional approaches. Foreign teachers are paid more than locals, have
more days off, and are not expected to be present at many organizational activities and
meetings. On the other hand, there is a temporariness to foreign engagement with the
organization. Contracts are yearly rather than ongoing as is the case for locals. Bonus structures
are longer term for locals, and foreign teachers are almost always subordinate to local teachers
and staff in the organizational hierarchy. This leads to intense competition among foreign
teachers for status and position as a sign of their ongoing organizational value. It also leads to a
reluctance to rock the boat as foreign teaching positions are precarious. However, as stated in
Chapter 1 of this OIP, most foreign teachers are permanent residents, raise children, and have
mortgages. Precarious employment for permanent residents creates significant pressure that is
rarely acknowledged by the organization. Openly addressing the individual and collective needs
of the foreign community, as well as the needs of local teachers is clearly necessary.
The leadership at NXS, described in Chapter 1, is not working at full capacity. While the
school is part of a larger educational and publishing organization, aside from the CEO’s annual
state of the organization speech and occasional directives, each NXS school operates somewhat
independently. There is very little communication between schools except at organization wide
sanctioned events. The result has been that each school has either benefited or has been limited
by the leadership approach of the school principal. In the past two years, a new NXS principal
has largely abdicated any direct responsibility for foreign teachers. This is in sharp contrast to
the previous principal who not only pushed for Western Association of Schools and Colleges
(WASC) certification, but also adopted the International Baccalaureate Middle Years Program
(IB MYP) and Diploma Programs (DP). In addition, the former principal encouraged leadership
to emerge from among foreign teachers, expanded their paid leave, and saw the rise of teacher
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salaries by up to 30% over previous levels (NXS Internal Documents, 2016). However, the
current principal has yet to speak to the foreign staff and administers the international program
and foreign teachers by proxy. Leadership, whether formal or informal is both wanting and
needed at NXS.
Framework for Leading the Change Process
The most appropriate change approach for NXS , given the current organizational stage
of development, along with the cultural, political, and educational context of NXS is a
combination of Cawsey’s Change Path Model and Gentile’s Giving Voice to Values (GVV) Model
(Cawsey et al., 2016). It is important to recognize that the system of administering foreign
teachers differently from local teachers and staff has its origins in the early introduction of
foreign language experts and teachers after the lifting of martial law in 1987 (Spence, 1991).
Prior to this time, Taiwanese society was largely homogeneous – aside from Japanese colonial
influences from the time of Japanese occupation. However, with the emergence of a democratic
society, a thirst for economic growth, and a desire to expand international relations with the
outside world – particularly the United States and Western nations – Taiwan underwent a
prolonged period of economic, political, and social change. These changes led to a hunger for
English language learning, with success in English becoming a key factor in educational
opportunities, economic gains, and individual status.
A Changing Paradigm
Over a period of more than 30 years, the Taiwanese government’s attitude – expressed in
its legal framework – toward foreigners has changed. Foreigners are now seen as a highly
educated workforce, essential to creating cultural diversity within Taiwanese society. Thus,
policies to encourage foreign immigration – evidenced in the streamlining of permanent
residency, work, and study programs – have begun to take hold (Ministry of the Interior, 2019,
January 26). However, there has been a lag between the government’s vision for a more diverse
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population and its communication about policies to the public. Many Taiwanese are simply
unaware that more than 800,000 foreigners call Taiwan their home (Olsson, 2017, August 11).
To put this in perspective, this number is only slightly lower than the total number of foreigners
living in Mainland China, whose population is 60 times greater than Taiwan’s.
In the early years of foreign teachers arriving in Taiwan, it was the norm that
interactions between parents and teachers were mediated through schools. Few foreigners could
communicate effectively in Mandarin, and only a marginally higher number of Taiwanese
citizens were confident about communicating in English. Consequently, schools with foreign
teachers were immediately accorded a higher status than those without, and schools with staff
who could speak English were regarded as the best choice parents could make. This is the model
of foreign teacher to parent relations that exists at NXS today. However, much has changed in
the 20 years, as described in the Organizational Context section, since NXS’ inception. . Despite
these changes, the early model of school administrators as intermediaries between foreigner and
parents persists .
To change the popular but erroneous conception of foreigners as other who should be
communicated to via intermediaries Gentile’s GVV Model could be an effective tool. It is
desirable to have a certain amount of buffering between parents and teachers to be sure
(Anastasiou & Papagianni, 2020; Guo, 2010). However, multiple conflicts and concerns arise for
foreign teachers as they strive to provide a high level of care for students. An unintended
consequence of the current system is that foreign teachers are co-opted into perpetuating the
myth of foreigner as temporary and other.
Giving Voices to Values
Gentile’s GVV Model (see Figure 5) proposes a 3-stage approach to change (Cawsey et
al., 2016). People should recognize something wrong if their professional work environment is
stifling their ability to develop and contribute to the organization’s goals and mission. Once
problems are acknowledged, then it is possible to see a need for change which transcends mere
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personal inconvenience. This may sound obvious; however, people learn to adapt and survive in
less-than-ideal environments. Identifying the need for change is to recognize that something is
preventing individuals from growing and thriving in their professional lives. Gentile proposes a
process through which people learn to articulate their values and to push back against forces
that stifle or contradict those values (Cawsey et al., Gentile, 2010). Once a problem has been
identified, then it be recognized as a legitimate concern which could be altered to improve the
professional lives of organization members.
Figure 5
Giving Voices to Values Model

Clarify Values
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The first stage of Gentile’s model is to clarify and articulate one’s values (Arce & Gentile,
2015; Cawsey et al., 2016; Gentile, 2010, 2017). Even in a multicultural environment and across
cultures there are some universal values which are widely shared and accepted. Universal values
include honesty, respect, responsibility, fairness, and compassion. For example, let’s consider
the parent-teacher conferences mentioned earlier. Almost all teachers have classrooms;
however, during the parent-teacher day a big production is made of displaying foreign teachers
in the gymnasium. This would be fine, except that only foreign teachers are required to do this.
Local teachers prepare presentations and meet parents in their classrooms where they can show
students’ work and answer questions. For many teachers, inviting parents to the classroom
where they present students’ work is way of sharing their professionalism. Putting foreign
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teachers on display contradicts virtues of honesty, respect, and fairness that foreign teachers
hold. However, most teachers feel powerless to challenge this practice, let alone change it.
The second stage is to arrive at a decision regarding desired changes and to analyze the
decision to act and examine how change can be implemented (Gentile, 2010). Gentile’s
approach involves analyzing case studies, considering the possible choices and outcomes, and
discussing how they can be effective or not. In essence, stage two is about uncovering ways of
bringing about change to practices that contradict one’s values and beliefs in a considered,
methodical, and pragmatic way. For example, using the above example of parent-teacher
meetings, if could be valuable for teachers to articulate a concern and examine possible
solutions that could work in their specific context.
The third stage is to practice speaking about one’s values and receiving feedback (Cawsey
et al., 2016; Gentile, 2010). The idea is to give courage to change agents by scripting possible
responses to a problem and receiving feedback. Sooner or later, someone must be willing to step
forward and speak on behalf of themselves or others. If teachers do not practice and use their
professional voice, they will lose the ability to do so. Thus, the benefit of Gentile’s model is to
prepare multiple change agents rather than simply one. This could effectively lay the
groundwork for organization-wide changes using the Change Path Model.
The Change Path Model
Figure 6
The Change Path Model
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The Change Path Model (Cawsey et al., 2016) is comprised of 4-stages (see Figure 6). The
first stage, awakening, involves anticipating potential threats and support for a change
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initiative. This stage needs to be used in conjunction with Gentile’s stages as indicated above.
Failure to consider resistance to change while encouraging people to uncover their values and
learn to articulate them could either hinder progress or scuttle the entire effort. Uncovering
support and threats could be carried out in several ways: innocuous surveys which are common
at NXS; informal conversations; informal teacher dinners and fun events could also be a good
opportunity to uncover the hidden hopes aspirations of both foreign and local teachers.
The second stage, mobilization, involves articulating a collective vision for change
(Cawsey et al., 2016). To create a vision for the foreign and local teaching communities at NXS ,
it is vital to establish the long-term needs and aspirations of the teaching community. Many
foreign teachers anticipate raising families and living out their retirement years in Taiwan, while
continuing to develop their professional lives. Clarifying the gap between where NXS currently is
and where it could be should be established in a way that makes sense, is meaningful, and is
achievable given the limitations of the current context.
The third stage, acceleration, involves empowering others to continue with the change
vision (Cawsey et al., 2016). This stage will focus on giving voice to the foreign teaching
community by developing their knowledge of how change can take place, what skills are needed
to make change happen, and ways of imagining changes taking place. Voicing the needs and
concerns of foreign teachers will be threatening to some administrators. Change should be
articulated as a necessary and beneficial change for all despite any short-term pain that may
occur. The goal of acceleration is to keep the change effort going and enlisting as many
supporters as possible including administrators where appropriate. However, enlisting
administrators should be a late stage as this could lead to the change effort being usurped for
political purposes.
The fourth and final stage, institutionalization, involves monitoring the change effort to
ensure that it is balanced, effective, and to adjust as needed (Cawsey et al., 2016). There will
need to be mechanisms in place to ensure that changes, which are designed to enhance the
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professional climate of the school, do not become co-opted by administrative elements as an
alternative means of exerting undue control on the foreign teachers. Mechanisms and measures
will be needed to ensure the change effort will function as it is intended to.
Critical Organizational Analysis
This OIP uses a combination of Bolman and Deal’s Four Frames Model (Bolman & Deal,
2017) and Nadler and Tushman’s Congruence Model as the conceptual framework to identify
factors in the internal and external environment which act on NXS. Bolman and Deal use four
frames or metaphors to conceptualize the complex interactions of organizational members. The
structural frame uses the metaphor of the organization as a machine or factory in which
problems are solved by focusing on an organization’s architecture – its goals, policies, and roles.
The symbolic frame focuses on what gives meaning to the life of the organization and considers
the role played by ceremony, culture, and ritual. The human resource frame considers the
human side of the organization and tries to understand the emotions, fears, and aspirations of
its people. The political frame sees the organization as a competitive space where members vie
for resources, power, and advantage. The human resource frame and the political frame are used
here to explore the inner workings of NXS.
The human resource frame is a particularly apt perspective to examine a school. The
human resource frame sees organizations as existing to serve people rather than vice versa
(Bolman & Deal, 1991, 2017). Organizations need people and people need organizations to fulfill
their existential needs. When the fit between the individual and the organization is good, both
will benefit. Fit involves three dimensions. First, fit is how well the organization understands
and responds to the individual’s need for fulfilling and meaningful work. Second, fit is how well
the work people do in the organization allows them to show their professional identities by using
their talents and skills. Third, fit involves how well the organization fulfills the financial and life
needs of the individual.
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The Human Resource Frame
First, NXS keeps foreign teachers on the periphery of organizational life. In this respect,
the organization does not adequately fulfill the first criteria of fit. For example, foreign teachers
are limited in how they interact with the school community by the SA. The school has a House
System to organize activities and allow for informal gatherings, social events, and friendly
competitions among students. While originally initiated by a foreign teacher, the program is
now entirely run by the SA and foreign teachers have resigned – frustrated by being ignored,
having decisions overruled, or excluded planning meetings.
Second, foreign teachers are restricted to classroom subject teaching. No foreign teacher
is a homeroom teacher. Homeroom teachers stay with a cohort for five years accompanying
them on activities, social events, and outside school trips. However, no foreign teacher has been
given one of these roles despite many being bilingual. This position has been offered to
foreigners in the past; however, the expectation is that the foreign teacher should match the
same standard in Mandarin as local teachers rather than accepting an all-English homeroom
teacher and making accommodations for diversity.
In terms of financial needs, few complain about remuneration. In this regard NXS is very
good, if not very transparent. However, given the long distance most people commute, the
difficulty and expense of enrolling their own children in the school, and limited flexibility over
scheduling work hours, it is a mixed bag at best.
The Political Frame
Politics are a significant feature of organizational life at NXS . Bolman & Deal (2017)
articulate political life in organizations as a necessary and important fact of life. Wherever there
are limited resources, different interests, interdependence, and power relations then political
activity will emerge. The political frame is undergirded by five propositions: organizations are
coalitions of different interest groups; coalition members have different beliefs, interests, and
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perceptions of reality; decisions revolve around who gets what; resources and different interests
create conflict; and goals and decisions emerge from negotiation.
At NXS the political reality of competing interests provides a space in which an
organized foreign community could exercise a voice in the life of the school. The scarce
resources often revolve around issues of status and power. Since there are multiple departments
with multiple interests, the political aspect of NXS could well be a source of opportunity as well
as a barrier to change. The key in using the political frame for foreign teachers will be for all
foreigners to arrive at a consensus as to what issues are most critical and most in need of
change. This will necessitate creating a unified voice that can be heard and recognized as a
potential ally by various departments. To consider what will motivate departments to work with
a unified foreign community we turn to the Nadler-Tushman Congruence Model (1980). This
model looks at the internal components of NXS, and how NXS’ output – the task it has – is
affected by the lack of congruence between the internal and external components.
The Nadler-Tushman Congruence Model
As a change agent it is easy to simply consider one’s own needs, desires, and preferences
and project onto others the same agenda for change. However, for change to be substantial,
meaningful, and lasting, the vision for the future state of NXS should consider all stakeholders
and how they will be affected by change. Organizations are more than simply instruments of
commerce, trade, and production. The needs of individuals and society are satisfied by the
organizations that we legitimate (Nadler & Tushman, 1980). However, as society and the
environment evolve and change, organizations need to periodically reevaluate their legitimacy,
effectiveness, and purpose and realign themselves with external and internal changes. Aligning
the internal organizational components with external demands to maintain relevancy is the
primary aim of organizational change efforts (Cawsey et al., 2016; Nadler & Tushman, 1980;
Nadler & Tushman, 1989).
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The Nadler and Tushman Congruence Model is an open systems model of organizational
behavior (Cawsey et al., 2016; Nadler & Tushman, 1980; Nadler & Tushman, 1989). Unlike a
closed model, the Congruence Model is concerned with how external environmental factors act
on the organization. The internal components of the organization are diagnosed in terms of their
alignment with each other, and how effectively they work together to respond to the demands of
the external environment. When the internal components are well aligned and respond to
environmental inputs, the organization has a high level of congruence and can effectively
manage tasks embodied in its organizational vision and mission. The greater alignment between
the various internal and external components, the greater the congruence, and therefore the
more effective the organization is at accomplishing its task. An overview of the various external
inputs, internal components, and their relationship to outputs can be seen in Figure 7.
Figure 7
The Nadler-Tushman Organization Model

Note. Adapted from “Organizational frame bending: Principles for managing reorientation” by
D.A. Nadler and M.L. Tushman, 1989, The Academy of Management Executive (1987-1989),
3(3), 194-204.
Diagnosing the various external resources and pressures, internal organizational
components, as well as intended and unintended outputs using the Congruence Model is done in
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an 8-step process which identifies: (a) symptoms, (b) inputs, (c) outputs, (d) problems, (e)
organization components, (f) congruence, (g) causes, and (h) actions to be taken (Cawsey et al.,
2016; Nadler & Tushman, 1980, 1989). Each of the diagnostic elements and an explanation of
what identification entails is indicated in Table 3. The next section will analyze NXS using the
Nadler & Tushman’s diagnostic framework.
Table 3
Basic Problem Analysis Steps Using the Congruence Model
Step
1. Identify
symptoms.
2. Specify inputs.

3. Identify outputs.

4. Identify problems.

Explanation
Problems: Lack of interaction between local & foreign teachers;
mistrust of administration; lack of transparency; favoritism; cronyism.
High turnover among foreign teachers, despite permanent residency.
Foreign hiring system: Foreign teachers are considered adjunct,
temporary, & replaceable. Local teachers are permanent.
Administrators decide, subordinates follow.
Environment, resources, and history: Elitism & status are highly
valued. High quality environment for administrators & students;
foreign teachers have few social supports available.
Critical aspects of strategy: Inclusion is conceptualized in narrow
terms. Obstacles to foreigners adapting to a new culture rarely
considered by administrators. Foreign talent is not part of the decision
making and planning strategy despite highly qualified staff.
Nature of outputs: Minimal participation by foreigners in school
community activities. Foreigners feel used, only have a promotional
value. Foreign participation is not considered genuine but is coerced
by administration. Many foreign teachers desire a long-term career,
but promotional opportunities are severely limited. This creates
intense competition among foreigners for the few opportunities which
exist. This internal competition results in a fractured and ineffective
foreign community.
Desired outputs: Transparent & open promotional opportunities.
Foreigners can move across department boundaries. Foreigners are
valued as part of the school community.
Inclusion: Foreign teachers are not involved in the activities that
form the life of the school experience for students. Without
meaningful involvement across the board (all activities), students see
foreigners as temporary and not fully committed to their education.
Without full inclusion, student achievement remains limited to those
who are already elite students.
Penalties: Surveillance of teachers who do not meet expectations;
intense pressure at critical times in the school year by administrators;
probationary periods for struggling teachers; poor choice of teaching
assignments; no contract awarded (dismissal).
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Table 3 Continued
Basic Problem Analysis Steps Using the Congruence Model
Step
5. Describe
components of the
organization.

6. Assess congruence
(fits).

7. Generate and
identify causes.

8. Identify action
steps.

Explanation
The nature of each of the four components with emphasis on their
critical features.
Work: Raise students’ academic achievement to high levels in all
subject areas according to various international metrics (IB, MAP,
SAT, etc.…).
People: Middle class educated local professional teachers; middle
class educated foreign professional teachers; affluent clientele;
affluent senior administrators; working class support staff.
Informal structure: Departments may be managed by appointees
of senior administrators. Informal networks of friends run within and
across departments. Lines of communication are along Mandarin or
English channels. Frequent miscommunication between the two.
Even when foreign or local teachers are bilingual, there is a tacit
understanding that communication across foreign & local boundaries
is taboo. Informal, temporary alliances frequently form to resist
upper administration decisions.
Formal structure: Large organizational hierarchy managing
several schools and publishing company. Individual schools managed
by a strict hierarchy. Foreign teachers are a subdivision & a separate
department within each school. Each school is largely autonomous
answering to the CEO. A board is a paper entity and exerts no power.
Relative congruence among components: Incongruence exists
between the espoused beliefs & values of the school and its
understanding of inclusion as it relates to foreign teachers.
Specifically, the work of the school is at odds with the role foreign
teachers play within the school community.
Congruence & problems: Cross cultural misunderstanding and
language barriers account for much of the disconnect between the
goals of the school and the outcomes. Mistrust of administrators
results from appointees who do not appear to understand their role.
Lack of transparency and lack of promotional opportunities
contribute to mistrust & divisions.
Possible actions to deal with problem causes: Foreign teachers
need increased security, increased mutual support, greater
transparency in the hiring and dismissal processes, and greater
opportunity to be included in all activities as leaders as well as
followers. A conscious effort in the form of support groups, or
friendship groups, to cross the divide between cultures to work
toward understanding differences.

Note. The above table is adapted from “A model for diagnosing organizational behavior” by D.A.
Nadler and M.L. Tushman, 1980, Organizational Dynamics, 9(2), 35-51.
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Symptoms
NXS has gone from a small bilingual school to a full-fledged WASC accredited
international school. However, growth has not been without pain. In 2016, then Principal X
(pseudonym) used changes in government regulations to split the international high school from
the domestic program school (NXS Internal Documents, 2016). At the time, the international
division had approximately 40 foreign teachers including administrative staff and 600 students.
The local division had over 1100 students studying a Taiwanese curriculum. Changes in school
policy allowed large numbers of students to avoid the grade 9 national examinations – which
require 3 years of intensive preparation – by transferring to the international program.
International school numbers almost doubled creating pressure on classrooms. Dorm
rooms were converted into small classrooms capable of handling 18 - 24 students (albeit in
limited space). Foreign teachers increased from 40 to 100. The IB program required all teachers
to learn the IB inquiry approach to learning which put pressure on teachers to adapt to a new
system of teaching, assessment, and evaluation. The increase in student numbers and the new
system meant that teachers had more administrative duties. Foreign teachers who were
previously subject teachers were suddenly promoted to administrative roles. Pressure from
parents increased pressure on these new administrators and teachers to ensure high
achievement levels for students. At the same time, the increase in students brought higher
numbers of students with developmental, learning, and behavioral issues. New technologies,
designed to manage students, assessment, and evaluation were also adopted. Finally, after
launching this series of changes, Principal X resigned, and a new principal joined NXS .
Any one of the above changes would have created problems of adaptation for foreign and
local teachers. However, taken together they have had a negative effect on the professional
climate at NXS. This was exasperated by the arrival of Principal Y (pseudonym), Principal X’s
replacement. Attempts were made by Principal X to create a more collaborative atmosphere
between the local and foreign departments. Moreover, he spearheaded both academic and
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professional changes including increased paid leave, and a substantial rise in salaries bringing
the pay scale in line with international school industry standards. In contrast, Principal Y was
not a confident English speaker. He encountered considerable resistance from local staff, and so
he turned his attention away from the international program to the school’s domestic program.
After apologizing to the foreign staff his first year – 2016 – he turned over control of the foreign
department to the associate principal who would implement foreign teacher policies on his
behalf.
Inputs
Students at NXS are from affluent families. The cost of studying at NXS is prohibitive for
average Taiwanese families. The average annual per capita income of Taiwanese families is
roughly equivalent to one year of study at NXS. In 1997, the infamous kidnapping and murder of
a 17-year-old teenage daughter of a well-known actress highlighted the vulnerability of Taiwan’s
wealthy and celebrity class (Parry, 1997). In addition, many Taiwanese businessmen had
established factories in China. This led to a desire for wealthy Taiwanese families to give their
children an education in both Western and Chinese systems. In the late 1990s and early 2000s,
the large number of factories, vehicles, and construction projects created air quality and
associated health problems (Grano, 2015). Thus, the need for security, a multilingual education,
and a healthy environment made NXS, located in a clean mountain environment, an attractive
option. This also meant that NXS attracted a wealthy, powerful, and demanding clientele who
place a premium on results. NXS parents often exert enormous pressure on administrators, and
consequently teachers and staff, to capitulate to their demands.
Outputs
Outputs include students, staff, and the community. Students at NXS are expected to
graduate with high academic achievement levels and to attend the best universities they can
afford and gain admission to. Parents are very concerned with status in Asian societies and the
success or failure of children is considered a direct reflection on the parents (Lee, 2007). Parents
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in turn see any failure to meet their children’s educational expectations as a deficit in their
children’s educational environment. Staff at NXS are also concerned with status. However, as
few staff receive remuneration commensurate with that of the families they serve, their power
and position within the organization become key markers of professional success. Since families
come from various outlying areas, the community of children, parents, teachers, and staff
becomes a world unto itself. In recent years, the rise of a Taiwanese national identity has led to a
shift in thinking from viewing education as a means of emigrating to Western countries, to a
concern with the continued development of Taiwan. This means balancing the threat of war with
China and the lure of lucrative business relationships.
Problems
Problems at NXS have intensified and have been even more exacerbated by the effects of
the 2020 Global Pandemic. They include: increasing alienation between foreign and local
departments; increasing distance between foreign administrators and foreign teachers;
increasing isolation among foreign teachers; a reluctance for collaboration among teachers; an
increasing separation of veteran teachers and new teachers; a sense of alienation between
Principal Y and foreign teachers; minimal involvement between foreign teachers and students
beyond the subject classroom; lack of indoctrination for new students; bullying among students;
mistrust between foreign teachers and foreign administrators; limited communication across
departments; lack of horizontal and vertical alignment of the curriculum; high levels of stress;
an approximately 16-20 % turnover rate for foreign teachers; a lack of continuity in some
programs from year to year (NXS Internal Documents, 2020).
Components
Among the various components of NXS are the Principal’s Office (PO); Student Affairs
department (SA); the Academic Affairs department (AA) its subset the Foreign Department
(FD); General Affairs department (GA); Information Technology (IT); library; After School
Program (ASP); Creative Arts department (CA); Reception; and Human Resources (HR). There
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are numerous subdivisions within each of these departments, with the CEO maintaining direct
control as it relates to growth, department conflicts, and appointing senior administrative staff
(e.g., the principal, director of AA, director of SA, and so on).
Congruence
There is considerable congruence among the SA, the GA and all other departments as
they are legally responsible for the contractual obligations to staff, building, security, and day to
day running of the facilities. Few complaints arise concerning those departments. As such, those
departments are largely outside the scope of this analysis. Most operations concerning students,
parents, and the community fall under the purview of the PO, SA, and the FD under the AA.
Causes
Status and power are valued in Taiwanese society in general. In an environment
operating under a rigid hierarchy, especially in a collectivist-oriented society, identity is strongly
connected to one’s position and authority in the workplace. For example, the most basic greeting
in Taiwanese society when entering a shop of even the humblest kind is to greet the proprietor
by calling him or her “老闆” (lao ban). This roughly translates as boss. To be a boss is a mark of
independence and prestige. Consequently, the drive for power and status are prime motivators
in any Taiwanese workplace.
Action
In the early years of the school, the greatest incongruity was between the AA and the SA.
This led to several conflicts over who was ultimately in charge of students and their well-being.
Foreign teachers generally supported the AA. However, since the shift to an AA administration
composed of relative equals (AA are all closely connected family and friends), a new area of
incongruence has emerged. The connection between the foreign department – comprised of
foreign teachers – and the department charged with managing them (the AA) lacks transparency
in the reward, contract, and decision-making structures. Hiring, firing, promotions, and
opportunities are handed out to those with connections to AA administrators. Channels for
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teachers who have legitimate concerns, or who hope to advance in the organization are
nonexistent. The creation of a congenial, collegiate, and professional group among the teachers
is needed to address the lack of representation and understanding of foreign teachers’ needs.
Possible Solutions to Address the Problem of Practice
Solutions to improve the strained and fractured relationships among staff at NXS will
not come easily or quickly. Key underlying issues, suggested by the various symptoms listed
above, is mistrust and lack of understanding between foreign and local teachers; between
teachers and administrators; among various departments; and between parents and teachers.
The absence of trust has led to an environment where there is a high degree of self-interest and
competition for resources. In the case of parents, there is the natural desire to receive the best
care, attention, and instruction for their children. However, in an environment characterized by
a lack of trust, parents act on behalf of their own interests and rarely express solidarity on behalf
of all students. This leads to a situation where administrators respond to the loudest voices and
exert pressure on teachers and staff when a parent is dissatisfied. There is rarely a formal
exchange of goals, interests, and concerns.
There is a Parent-Teacher Conference held twice a year; however, no formal or informal
organizational structure exists to bring parents and teachers together as community members.
Many local and foreign teachers within the organization have students attending the school, yet
there is no formal or informal structure which recognizes these teachers as parents. Local and
foreign teaching parents also pay for their children to attend NXS , yet there is no formal
recognition that both NXS employees and parents from outside the organization are part of a
shared community with a shared interest in the success of the school.
There is no system for teachers to know which other teachers are connected to the
growth, development, achievement, mental and physical health of individual children. For
example, a grade 7 student has a homeroom teacher, an English teacher, a math teacher, a
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science teacher, a social studies teacher, and so on. However, each teacher from each subject
area works in isolation from all other subject teachers. No one teacher communicates with the
others unless it occurs by chance in a social setting. A formal or informal communication system
between foreign and local teachers could be helpful when dealing with student issues.
A related issue is that there is no formal or informal system in place to ensure new
teachers effectively adapt to the school culture and climate. There is a considerable learning
curve when beginning at NXS . There are numerous technology and reporting platforms that are
complex and time consuming. Aside from several instructional sessions at the start of the school
year, new teachers are left to sink or swim. For example, since the school is located at a
considerable distance from the city, leave time needs to be taken during the work week to attend
to any banking, medical, or personal matters. However, the leave system is administered from
outside the school, is automatic, and requires knowledge of how to use it. Few teachers learn
how this system works until they have been at the school for two or three years or more. This
leads to frustration on the part of newer teachers that could be easily avoided. There are many
administrative systems such as the one indicated. Problems with systems such as this leads to
frustration, a sense of powerlessness, and alienation for newer (and even senior) staff members.
Alignment versus Congruence
Vertical and horizontal alignment has been conceptualized at NXS as a function of
relationships within and across subject areas, as well as within and across grade levels. This has
been one area of focus for AA administrators for some time as it was identified during an early
WASC accreditation stage (NXS Internal Documents, 2020). To increase congruence in any of
the areas identified in this analysis, a human resources frame should be adopted which aims at
establishing greater levels of trust, increasing professional collaboration, bridging gaps between
departments, and bringing the various elements of the school organization and the school
community into more productive relationships. There are several possible strategies to achieve
this. The following strategies involve the creation of informal organizations – that over time can
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develop into semi-official or official bodies – which can speak to the school organization on
behalf of the people they represent.
Solution 1 – Status Quo
Prior to the 2020 Global Pandemic, maintaining the current organizational structure was
unimaginable. Every year trusted colleagues would leave the school after years of frustration
over administrative practices. Teachers with energy and new ideas would try to implement
programs, which would receive tacit support from various administrators, only to find that
agreements had been broken, promises forgotten, and obstacles to success erected. This has led
to burnout among veteran and new teachers alike. For example, Teacher A (anonymized) spent
six years at NXS. Teacher A committed herself to the Model United Nations club (MUN) for five
years, dedicating lunch times, after school, and weekends to guide and develop students. A
verbal contract was made that Teacher A would be promoted to director of MUN upon the
director’s impending promotion. At the beginning of the school year, the new director of MUN
was unceremoniously announced as being a newly hired faculty member. No explanation, no
apologies, and no alternatives were given to Teacher A for being passed over after five years of
work. Teacher A subsequently resigned at the end of the school year.
The above story is not an uncommon one at NXS . However, in a time of uncertainty and
global turmoil, few teachers or administrators have been willing to change the status quo. Due to
Taiwan’s prompt and efficacious handling of the pandemic, schooling has continued unabated.
Given the high levels of global unemployment, the challenges of online learning, and the
uncertainty that has engulfed the world, employees of every stripe at NXS are simply grateful to
have a job. However, the pandemic will not last forever. There are already significant changes
coming and once vaccines, travel, and economies begin to rebound, the old problems which now
lay just below the surface will once more emerge. The status quo may be a reasonable solution
for now, it will not always be a suitable strategy for foreign and local teacher relationships at
NXS.
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Solution 2 – Parent-Teacher Association
Currently, there is no Parent-Teachers Association at NXS . There is a Parents
Association which is a nominal entity. Parents come together to support their children when
they take part in major school activities such as a two-week long adventure journey that requires
participation from all grade 10 students. There are also mountain trips and overseas trips, and at
these times parents get together to encourage their children and the school. However, this a
supportive role. There is no organizational structure that speaks for parents to the school or to
the teachers. Twice a year parents meet with foreign and local teachers, but this is done in a very
controlled setting. Foreign teachers are not able to speak to groups of parents by, for example,
inviting them into the classroom and discussing classroom practices and student work.
It is possible that more could be made of this organization and events using an informal
approach. An informal change leader could propose that there is a need to expand and develop
the relationship between parents and foreign teachers and build on the existing structure.
However, even this would be limited as there are few opportunities for teachers to engage with
parents. Moderate improvement in parent-teacher relationships could be achieved; however,
significant, deep, and lasting changes would meet considerable resistance from NXS. The
organization negotiates parent-teacher relationships by keeping tight control on knowledge and
information.
Solution 3 – Local and Foreign Teachers Support Group
There are no formal or informal systems in place to navigate local and foreign teacher
relationships. This becomes problematic when teachers have problems with a student. Local
teachers find support in the SA, while foreign teachers turn to the AA for support. Since SA and
AA often vie for power and control, the response to a problem from administrators is often
contentious and contradictory. That being said – there is clearly a need for foreign and local
teachers to communicate more effectively. There is often a lack of cultural understanding
between the two groups, yet both are concerned for the well-being of the same students.
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Creating an informal organization which aims to improve relations would likely be met with
some measure of support by competing departments. However, the obstacles are formidable.
They include language barriers, lack of time, cultural differences, differences in concepts of what
professionalism and teaching means, and differences in pay, benefits, and contracts. The latter
differences have led to considerable jealousy and animosity between foreign and local teachers.
While alleviating these problems are in the interest of administrators, both local and foreign
teachers would likely greet an informal association with skepticism and indifference. Moreover,
both sides would need to face criticisms of whiteness, white privilege, and marginalization of the
other.
Solution 4 – Foreign Teachers Association
The creation of a foreign teachers’ association would meet with high levels of resistance
from administrators throughout NXS. This would be a direct threat to power and status.
Moreover, local teachers and parents would greet such an association with suspicion and
concern. While foreign teachers would privately greet the idea of an association that speaks to
various NXS stakeholders on their behalf with enthusiastic support, publicly few would agree to
voice support for such an association (see Figure 9 below). In addition, such an association
would confirm perceptions of unjustified privileges that foreigners already have. If such an
association could be formed, it would likely only further intensify the marginalization of foreign
teachers.
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Figure 9
Stakeholder Resistance and Receptivity Levels to Change Solutions
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Administrators

Parents

Local Teachers
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Note: Resistance and receptivity levels are subjective and based on previous historical
experiences with various stakeholder groups and their reactions to previous change initiatives. It
also considers whose interests are best served by the initiatives. The vertical axis suggests
acceptance levels by each group. The horizontal axis suggests increased resistance moving right.
Preferred Solution – Local-Foreign Teachers Friendship Group
The creation of a Local and Foreign Teacher Support Group is the preferred solution for
bringing substantive change to NXS . Resistance would be in the form of skepticism at the
authenticity of such an initiative. Various administrators in different departments are open to
improving relationships between the two groups. The notion of a Local and Foreign Teacher
Support Group is appealing to a wide range of potential participants – local teachers who want
to improve their English, and foreigners who need social support and connection to the school.
Administrative support can be gained where needed as there is little perception of better
relationships being incompatible with organizational goals. Moreover, this is an initiative that
could be taken by informal leaders within the school community. The difference between a Local
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and Foreign Teacher Support Group as a targeted initiative, compared to a mere social club, is
that the support group would focus on creating greater intercultural understanding, notions of
whiteness, white privilege, and the marginalization of foreigners in a dominant non-white
context would be part of the educational aims of the group. This is clearly needed as foreigners
have unique social needs that is not on the radar of NXS administrators. In two stages a Local
and Foreign Teacher Support Group could gain inroads at NXS: first, there are no regulations
which can govern an informal group of foreigners working to improve relationships with local
teachers; second, NXS prides itself on its voluntary and supportive efforts and could see this as
an alignment with the ethos of NXS.
Implementing a plan-do-study-act (PDSA) model to the support this initiative would
ensure growth and development. Unless a clear vision the group’s aims to achieve is established
from inception, a support group would remain a loose, informal club with limited effectiveness.
Regardless of which change solution is adopted, the central issue is a change in the relationship
dynamic between local and foreign teachers. A stronger community can change how power is
wielded by putting faces to the people who are usually its object. Community building is a means
of empowerment (Cleary, 1995). Empowering all teachers, grants organizational members
greater control over the processes of which they are part, thus giving them ownership in the
mission and purpose of the organization. A support group is another means of educating
members in the processes and systems of the organization more fully. Cleary (1995) argues that
by giving members an understanding of organizational systems, members can identify the
systems and take pride of ownership in the processes to which they contribute. It is this pride of
contribution that constitutes empowerment.
The purpose of NXS is to serve the families and children in meeting their educational
aspirations. Currently, NXS fails to connect foreign teachers with the purpose of the
organization in the form of meaningful relationships. All members of the organization should be
connected to each other and the organization’s purpose (Cleary, 1995). Empowerment for
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teachers can lead to more creative and innovative ways to serve the families of NXS. For this to
take place, the teachers themselves should be given value and empowerment as full members of
the organization. Currently, foreign teachers at NXS are peripheral to the mission and purpose
of the organization. Giving a voice to teachers through face-to-face meeting is the first step in
changing this dynamic.
Using the PDSA Model
A fledgling support group should constantly evaluate its purpose, how well it meets that
purpose, and what it needs to do to continue to fulfill its mission (Cleary, 1995). The PDSA cycle
(see Figure 10) provides a framework for continually assessing, improving, and changing the
group, so that it continues to evolve and take on needs as they change and alter over time. Cleary
adapts Deming’s PDSA continuous evaluative cycle into a 7-step model (see Figure 11). The
seven steps involve: defining the system, assessment, analysis, trials, results study,
standardization, and planning for improvement. Using this system to guide change efforts by
teachers naturally lends itself to trying to understand the organizational context of NXS as well
as the role of teachers within the system. Giving teachers control over the involvement in the
school community can lead to greater ownership in the organizational systems and processes of
which they are part.
Figure 10

Figure 11

Traditional PDSA Model

The 7-Step PDSA Model
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Note. From “Supporting empowerment with Deming′s PDSA cycle” by B.A. Cleary, 1995,
Empowerment in Organizations, 3(2), 34-39.
Leadership Ethics and Organizational Change
Bringing organizational change to NXS should be grounded in an ethical approach to
leading people. As discussed previously, the current leadership approach used by various
departments and administrators at NXS, when dealing with foreign teachers, is a transactional
leadership approach. The change efforts proposed by this author suggests that transactional
leadership is insufficient to meet the existential needs of employees of NXS. A blend of
transformational and authentic leadership approaches is proposed as a sound model for leading
change. Authentic and transformational leadership are particularly appropriate for an informal
leader. An authentic and transformational leader will need to establish credibility based on
higher ethical standards that those afforded by a transactional leadership approach. This is
essential as years of mistrust, broken promises, and unfair treatment have characterized the
relationships between foreign teachers and NXS .
Transactional leadership is not necessarily morally and ethically void. Both transactional
and transformational leadership can be ethical, but they each draw on different conceptions of
what ethics are for and what they are intended to achieve (Burnes, 2009; Burnes & By, 2012;
Bass & Steidlmeier, 1999; Kanungo, 2009). Burnes & By (2012) conceptualize transformational
leadership as transparent, participatory, and democratic as core values which lead to a virtuous
circle of change. The virtuous circle includes planned change for the collective good which is
evaluated by utilitarian consequentialism. Utilitarian consequentialism posits that change is
measured by the result and the degree to which it both benefits others and the change leader.
Kanungo (2009) believes that utilitarianism and mutual altruism are at the core of
positive forms of transactional leadership. In other words, ethical transactional leadership does
whatever is good, if that end results in benefits for the leader and others. However, this still
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allows for a high degree of partiality with some benefit from changes while others do not. In
modern democracies, we avoid tyranny of the majority by establishing systems and processes to
keep power in check and ensure that minority stakeholders are not ignored when the costs and
benefits of change are weighed.
On the other end of the continuum, genuine and moral altruism see change as good
when it seeks the greatest benefit to all regardless of personal costs to the self (Kanungo, 2009).
This approach more strongly characterizes a transformational leadership style. Thus,
transformational leaders are concerned not only with the greatest good for the greatest number,
but such leaders ought to consider all stakeholders and how they are affected by change.
Moreover, a truly transformational approach is willing to make great personal sacrifice to see
changes that will benefit all. Certainly, initiating a Local and Foreign Teacher Support Group
will entail risk for an informal leader. Friendship by its nature includes notions of trust as well
as betrayal. Such a leader will need to articulate a vision clearly and strongly for change that is
worthy of personal risk and sacrifice. At the same time, an informal leader is subject to the same
transactional forces as everyone else and needs to be aware of which battles are best fought
another day, when to retreat, and what changes are worth fighting for.
Another important ethical consideration is the role foreign teachers play in the cultural
reproduction of elites. NXS serves affluent members of the community. While NXS does not
make its tuition fees public, it is approximately 50% of the per capita income of the average
Taiwanese family. In addition to tuition fees, there are travel and sports activities which carry
additional fees and are compulsory. Clearly, NXS is geared to those who have the financial
resources to attend. Education in general – international and private schools in particular – has
been criticized for its role in reproducing cultural elites (Bourdieu, 1977; Sullivan, 2002; Tanu,
2018). Despite, criticisms of Bourdieu’s theories, it appears that cultural reproduction has a
significant effect on who can achieve in the education system (Wilson & Urick, 2021). Teachers
should consider the ethical import of these claims.
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The mission and learning outcomes of NXS are intended to produce students who “make
positive social changes” (See Appendix A), and “who contribute positively to the local
community” (see Appendix B). How can such a worthy purpose be obtained if the major source
of potential change – elite education – is available only to elites? Foreign teachers themselves
face the dilemma of being unable to afford to give their own children access to the education
which they themselves give to these elites. Tuition fees for foreign staff are discounted but still
account for a hefty portion of teachers’ salaries. Moreover, many teachers privately express
concern at the authoritarian approach that the principal, SA, and AA utilize and are fearful of
placing their children in a system where there is intense pressure to conform and to achieve –
both characteristics of NXS.
The school purports to “value different cultures” (See Appendix A). However, the foreign
teaching community is not composed of a single culture. There are considerable differences in
the language, customs, and practices of the various cultures represented by the international
teaching body. However, these differences are not acknowledged in the way the foreign
community is conceptualized by the school community. There are no celebrations of Philippine,
South African, British, or Indigenous cultures. In present day Taiwan there are many distinctive
cultural groups. There are nineteen distinct ethnicities within Taiwan, with sixteen of these
groups being indigenous peoples (Cultural Taiwan, 2020). However, these distinctions are not
recognized at NXS . Indigenous ethnic groups are also characteristically impoverished both
educationally and economically compared to the dominant Han Chinese ethnicities (Wang &
Liu, 2016; Wang & Wang, 2019). No program is in place to attempt to lead by example and
contribute to the development of minority groups. Without an ethic of inclusion and diversity
that has pragmatic considerations, talk of valuing difference and cultures is meaningless. This is
a conversation that all teachers at NXS should be having.
Ethical considerations are a core part of the foundation upon which change will come to
NXS . International teachers as part of the school community, need to mobilize around a vision
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that promotes genuine inclusion and a celebration of diversity. It is also important to question
the legitimacy of the social order and to consider the perspective of the critical theorists (Capper,
2018). In time, a mission with social justice goals could become a rallying point for both
international and local teaching staff. To create an inclusive teachers’ friendship group, the
purpose will need to be kept clear, front, and center. Such a group is intended to allow greater
congruence between all parts of the organization, its processes, and its systems. Through
empowering foreign teachers, it will be possible for teachers to connect in more meaningful
ways with the central task of the organization, its mission, and its purpose. Ultimately, it will
allow teachers to meet the needs of the parents, their children, and the wider diverse
community, thus fulfilling the vision and mission of NXS .
Chapter 2 Conclusion
In Chapter 2, transactional, transformational, and authentic leadership theories were
reviewed (Northouse, 2019). Transformational leadership (Bass, 1990, 1999) focuses on change
to the external environment, while authentic leadership (Avolio et al., 2014) guides the change
agent’s inner principles and moral development. These two leadership theories are needed to
guide change away from transactional relationships (Northouse, 2019). Gentile’s GVV and the
Change Path Model were discussed as ways to bring people through the change process (Cawsey
et al., 2016). A critical organizational analysis employed Bolhman and Deal’s (2017) Four
Frames and the Nadler-Tushman (1980, 1989) Congruency framework exposed incongruencies
between the stated mission of NXS and its everyday reality. Several solutions for addressing the
POP were considered and the creation of a Local and Foreign Teacher Support Group was
selected as the preferred solution. And finally, the notion of using a modified PDSA model to
monitor and evaluate the effectiveness of a support group was introduced. In Chapter 3 an
implementation, monitoring, and evaluation plan for a Local and Foreign Teacher Support
Group will be discussed.
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Chapter 3: Implementation, Evaluation, and Communication
Chapter 3 of this OIP will introduce strategies for implementing, monitoring, and
evaluating the change plan. The preferred solution in this OIP is a Local and Foreign Teacher
Support Group which can be the seedbed for changing attitudes and beliefs which shape the
organizational culture (Schein & Schein, 2016). Chapter 3 will consider how transformational
leadership and authentic leadership use the Change Path Model and Gentile’s Giving Voice to
Values (GVV) Model to address the POP (Cawsey et al., 2016). Strategies will consider the
nature of the problem, the agency, and resistance and readiness factors which could influence
successful adoption of the change plan. Next, a monitoring and evaluation plan will be
considered. Then, the plan for communicating the need for change and the change process will
be outlined. Finally, next steps and future considerations will be discussed.
External Drivers of Change
Flows in transnational migrations in the 21st century have changed the kind of Western
expatriates who move to Asia (Lundstrom, 2014; Tarc & Tarc, 2015). Foreign teachers who come
to NXS School tend to be long term residents rather than transient workers. In addition, their
understanding of Asian and Western educational practices and values – espoused as the
school’s pedagogical approach (NXS Principal’s Speech, 2013) – has changed. Factors
influencing these changes have been an increase in foreign teachers from one-fifth to one-third
of staff; simplified and shortened permanent residency rules (Ministry of the Interior, 2019;
Price, 2014); improved benefits for foreign teachers; longer tenure among foreign teachers, and
more progressive and inclusive social values (Ho, 2019; Lin, 2012; Parreñas & Kim, 2011).
Global competition has also contributed to higher professional qualifications among foreign
teachers (Lin et al., 2019), while residency has raised the appeal of Taiwan. Although these
changes have added to the size and complexity of the school, commiserate changes to the status
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and inclusion of foreigners into the school community have yet to take place. Hierarchical
expectations of foreign teacher compliance can stifle innovation, creativity, and open
communication (Koller et al., 2013).
Goals of the Change Plan
The core problem at NXS is the divisive relationship between foreign and local teachers.
The notion of foreigner as separate, alien, outsider, and other needs to be reconsidered. A Local
and Foreign Teacher Support Group needs to use language and actions, which are more
respectful and aligns with the aims of this OIP – bringing people together in an inclusive,
collaborative, professional teaching community. That we are an international community
reflects the aspirations of the organization, the diversity of the foreign teachers, and corresponds
to notions of foreign recognition and status. International corresponds to the emerging sense of
national identity, pride, and self-respect that has become part of the modern Taiwanese notion
of having a place in the world. Words alone, however, are insufficient and a change agent will
need strategies to implement a plan and bring its goals to fruition.
The goals of this OIP are to increase individual and collective efficacy among foreign
teachers, create a more inclusive school community, raise the effectiveness of teaching at NXS ,
and thereby raise students’ achievement levels. These goals can be met using change drivers
such as capacity building, group work, instruction, and systemic solutions. A Local and Foreign
Teacher Support Group can provide a space in which these goals can be met. A space for
understanding the complexities of international relations embodied in questions of race,
identity, white privilege, and the other can lead to greater understanding between foreign and
local teachers. There is also a desire among local teachers to have opportunities to practice
English, while some foreigners look for chances to improve their Mandarin skills. Moreover, for
genuine collaboration to take among foreign and local teachers an ideological space for sharing
pedagogy is needed.
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Readiness and Resistance
Organizational members may react to change in multiple ways. They may fear change,
passively undermine it, aggressively attack it, or actively embrace it (Kotter & Schlesinger,
2008). Their reasons are not necessarily a human tendency to resist change (Armenakis et al.,
2000; Self & Schraeder, 2009). Resistance is often characterized as the primary factor
preventing successful implementation of a change initiative (Kotter & Schlesinger, 2008). Other
researchers characterize change implementation failure as the result of inadequate planning
with resistance the result (Self & Schraeder, 2009). Despite some objections to resistance
strategies, resistance to change plans at NXS is a key factor identified in Chapter 2 of this OIP
(see Figure 9). Four categories of resistance can be encountered when introducing a new change
initiative: self-interest; misunderstanding and mistrust; contradictory assessments; and a low
threshold for change (Armenakis, 2000; Self & Schraeder, 2008; Kotter & Schlesinger, 2008).
Resistance to change in the form of self-interest, may be a fear that the change will lead
to a loss of something of value such as financial incentives, status, power, or privilege (Self &
Schraeder, 2008; Kotter & Schlesinger, 2008). Misunderstanding may result when the change
initiative is inadequately articulated, and mistrust may occur because of past experiences with
change or with change leaders. Contradictory assessments may result in resistance when people
recognize the need for change but do not think the proposed changed is in the best interests of
the organization or themselves. Finally, a low threshold for change may arise from fear of
competency in learning new ways, loss of face, peer pressure, or any number of possibilities.
Though a Local and Foreign Teacher Support Group may appear to be innocuous, it may
encounter any or all the above types of resistance unless there are strategies for helping people
cope with change.
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Choice of Strategies for Implementation
Kotter and Schlesinger (2008) identify several strategies for implementing a change plan
that builds capacity by overcoming potential resistance and promoting receptivity of the change
initiative. Research has shown that while most change agents use at least one of the strategies,
success is more likely when multiple strategies are used in coordinated ways. Choice of
strategies depends on an analysis of context specific factors, the optimal speed of change, and
methods for minimizing resistance to change (Self & Schraeder, 2008). Other factors include: a
consideration of type of expected resistance, one’s agency relative to the power of resistors, the
energy needed to spearhead the initiative, and the amount of risk to organizational performance
and survival (Kotter & Schlesinger, 2008). Implementing a Local and Foreign Teacher Support
Group as an informal leader, a change agent will need to choose an approach that evolves slowly,
encourages wide participation, and tries to minimize resistance (See Table 4).
Table 4
Strategic Continuum for Choosing Speed of Implementation

Fast Implementation

Slower Implementation

•

Precise Planning

•

Adaptive planning

•

Little participation required

•

Lots of participation needed

•

Overwhelm any resistance

•

Minimize resistance

Note: Adapted from “Choosing Strategies for Change,” by J. P. Kotter & L. A. Schlesinger, 2008,
Harvard Business Review, 86(7-8), p. 137. Copyright 2008 by Harvard Business Publishing.
Along with choice of the speed of implementation, there are several strategies which
could be employed (see Table 5). Possible strategies include education and communication of
the change plan, encouraging participation and involvement, and facilitation and support
(Kotter & Schlesinger, 2008). These strategies align with the overall emphasis on a change
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program which is focused on generating enthusiasm, interest, and participation. Drawbacks to
these strategies are that they take a lot of time and energy. However, developing capacity among
teachers makes this an acceptable risk.
Other strategies (see Table 5) with somewhat negative connotations include negotiation
and agreement; however, this strategy places considerable control in the hands of those who
hold power and run the risk of having the change program undermined by self-interest (Kotter
& Schlesinger, 2008). Coercion is a strategy which an informal leader would lack the power to
implement. In general, coercive strategies are received negatively by organizational members
and fuel resistance. Another strategy is co-optation in which someone, who has influence and
power, is given a symbolic role in the initiative but has little real power. This last strategy is risky
as the co-opted person might use their influence to adversely affect the goals of the program.
Aside from the practicalities of using co-optation, this strategy does not fit the ethics of the
change program designed to increase trust. The use of covert tactics and coercive strategies do
not align with the goals of this OIP, whose aims are to promote openness, transparency, and
authenticity.
Table 5
Positive & Negative Strategies
Positive Strategies

Negative Strategies

•

Education & Communication

•

Negotiation & Agreement

•

Participation & Involvement

•

Coercion

•

Facilitation & Support

•

Co-optation

Note: Positive strategies listed in Table 5 align more closely with the goals of this OIP.
Strategies with more negative connotations could be considered if in specific cases they are
ethically in line with authentic leadership.
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Participation Strategies and Tactics
Since capacity building is one of drivers of change, participation is a key strategy for this
OIP change plan (see Figure 12). Participation can take several forms including building skills
and competence through activities. Tactics such as presentations, for example, provide a forum
for teachers to experience success and contributes to enactive mastery – progressively building
skills and competency – thereby raising individual efficacy (Armenakis et al., 1999). Collective
efficacy is raised when a group shares in the success of others through observation or vicarious
learning. One form of vicarious learning is benchmarking or seeing how other organizations do
things. Other participation tactics are participative decision-making, creating situations where
participants are involved in designing the change program. Though participative decisionmaking increases participants ownership in the change, a drawback is that it could weaken the
change program by introducing interests that are divergent from the goals of the change.
However, in general participation increases intrinsic and extrinsic motivation as participants
discover they have a voice in the change.
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Figure 12
Participation Strategies & Tactics
Strategy

Participation

Tactics

Purpose

Vicarious
Learning

Benchmarking

Enactive Mastery

Skill Development

Participative
Decision Making

Program Design

Oral Forms

Casual
Ideological
Referential
Penitential

Written Forms

Symbolic Value
Powerful Metaphors
Credibility

Communication
(Persuasive)

Note: Both oral and written forms of the persuasive communication strategy can share the same
purposes. For example, an oral form may include symbolic value, while a written form may
include an ideological purpose.
Persuasive Communication Strategies and Tactics
A change agent with an informal leadership role will need to carefully consider how a
persuasive communication strategy (see Figure 12) can be deployed (Armenakis et al., 1999; .
Tactics include both oral and written forms of communication. Formal opportunities may be
limited unless the project receives principal support from administration; however, informal
personal conversations, videos messages, emails, newsletters, or blogs could be used. These
methods can be effective as they increase perceptions of the change leader’s commitment to the
change (Holt et al., 2003). Oral and written communication are social accounts and
communicate the change message in several ways (Armenakis et al., 1999). Social accounts of
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the change initiative can include casual, ideological, referential, and penitential forms of
persuasion. Casual accounts can provide participants with a reasoned interpretation of the
change and challenge existing paradigms. Ideological accounts can be used to clarify values and
the vision for change. Referential accounts of the change attempt to show how things will be
better with the change or how they could be worse without it. And finally, penitential accounts of
change try to honestly communicate the difficulties in making the change happen.
Persuasive communication tactics have important symbolic value. Communication
demonstrates the commitment of a change agent to the change process as these messages take
considerable time and effort. Moreover, oral and written forms of communication can
communicate powerful metaphors that can strengthen the vision for change among participants.
A criticism of communication strategies is that they are not as powerful as enactive or vicarious
learning; however, communication strengthens the credibility of the change agent. Coupled with
participative strategies and tactics, a persuasive communication strategy can strength the
change message.
Implementation
The creation of Local and Foreign Teacher Support Group would best begin at the end of
August in the weeks before the school year starts (see Table 6). The academic year at NXS
International starts with preparation in the final weeks of August each summer. During this
time there are few formal meetings or workshops. Teachers spend their time reacquainting
themselves with their colleagues, meeting new teachers, preparing lessons for new courses, and
preparing classrooms for the arrival of students at the beginning of September. It is at this time
that stress levels are generally low, people have renewed hopes and expectations for the coming
year and – in the general absence of administrative pressures for performance – are relaxed and
open about new ideas, methods, and collaboration. This is the time the Awakening phase of the
Change Path Model (Cawsey et al., 2016).
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Table 6
The Change Path Implementation Timetable
Stage

Action

Awakening

Networking to identify
personnel. Informal

Time

Week 1 – 4

Conversations, emails, lunches,
dinners, crossing boundaries,
building alliances.
Mobilization

Topics, proposals, speakers,

Week 5 – 8

venues, presentations.
Acceleration

Developing capacity among
teachers, cross cultural

Week 9 – 24

collaborative presentations,
discussions.
Acceleration

Outside venues, partnerships,
collaboration, activities,

Week 25 – 46

presentations, discussions.
Institutionalization

Formalizing a leadership group,
budget, delegation, recruitment

Week 47 – 52

for next academic year.
Note: The contract year for teachers is 52 weeks beginning in mid-August. One year equals one
cycle. This cycle may be repeated one or more times before the institutionalization stage has
been completed. The timeline accounts for new teachers beginning contracts and for those
whose contracts end. Once teachers sign a contract, it is extremely rare for a teacher not to finish
as there are strong government legal protections for foreign employees and significant
repercussions for employers who break contracts. This timeline allows for a full cycle to be
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completed in one year and could need two or more cycles to institutionalize the change plan.
The Local and Foreign Teacher Support Group solution acts as the seedbed for the wider
cultural and institutional changes.
Action Steps
The action steps listed in Table 7 include various activities, but all are intended to the
communicate the core components of the change message. Examples of activities which are used
to facilitate collaboration, build teacher capacity, and generate inclusion could include teacher
presentations, campaigns (justice issues such as LGBTQ), language instruction for teachers,
lunches, and so on. The scope is only limited by the imagination of the participants. However,
key first action steps are team building. Identifying trustworthy early adopters of the program
and create a team focused on a vision for making the group a reality. Once a team has been
identified, networking with various departments such as the library, GA, IT, and the Art
department will be necessary to ensure there are sufficient and suitable venues for activities.
Next resources such as time for advertising, promoting, and financial resources for food and
activities will need to be planned – financial resources are available in the school but will need to
be identified before they can be accessed as this information is not widely disseminated. Human
resources in the form of time commitments from participants will need to be tabulated.
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Table 7
Examples of Presentation Topics, Presentations, and Discussions
Topic

Example

Western Ethics and Pedagogy

A teacher is invited to prepare a presentation with discussion
questions. Presentations could Ted Talk type but should
allow for discussion by posing controversial scenarios.

Taiwanese Moral Education

A local teacher is invited to give a presentation on elements of
Taiwanese moral education in the school curriculum and how
that has changed over time. Discussions could center on what
kind of changes have occurred and what social changes have
influenced them.

Asian, Western & Universal

A collaborative presentation by a foreign and local teacher

Values

could be given to discuss what values in both traditions are
different, which are the same, how they are taught, with
discussions on whether the school predominantly teaches one
or the other and why.

Inclusion and School

A collaborative or individual presentation/workshop to

Community

discuss what this means for students, teachers, and parents at
NXS .

Note: The topics in Table 7 are illustrative rather than exhaustive. The goal of topics such as
these are to articulate the espoused beliefs and values, cultural artifacts, symbols, rules of the
game, and other taken for granted assumptions, then compare them with current perspectives
(Schein & Schein, 2016). By bringing these ideas to light, increased intercultural understanding
and more collaboration between local and foreign teachers are sought. Additional topics could
be generated by early adapters of the change program.
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Towards a Change in Organizational Culture
The nature of interactions among foreign teachers, local teachers, administrators,
parents and students needs to be re-conceptualized. Arguably, this should be done at the senior
administrative level. The principal has the positional power and authority to use various push
and pull tactics as part of an overarching strategy (Armenakis et al., 1999; Cawsey et al., 2016;
Capper, 2018; Kotter & Schlesinger, 2008). However, this is yet to occur at NXS . A vision for an
inclusive school community where everyone is valued, respected, and contributes has yet to be
articulated. Inclusion goes beyond making education accessible to all learners, it involves the
entire school community (Liggett, 2014; Qvortrup, & Qvortrup, 2018; Woods & Kong, 2020). In
the current school environment, foreign teachers are not yet full members of an inclusive school
community.
Despite an administrative approach that tends towards a command-and-control
approach, passive aggressive behaviors surface as part of a teacher’s repertoire for coping. The
school’s ESLR’s emphasize participation, citizenship, communication, action, critical and
creative thinking (NXS Internal Documents, 2021). However, without openness and support
from the administration, it is difficult for teachers to model these attitudes for students, nor can
students be expected to develop these qualities without examples to follow. A re-imagining of
the relationships among foreign teachers and others in the school community is needed.
Relationships and School Climate
Schein and Schein (2016; 2018) identify a continuum for interpersonal relationships. In
this framework, there are levels of trust between people which are accepted in hierarchical
relationships. This relationship continuum can be illustrated as in Figure 13.
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Figure 13
The Relationship Continuum

Level Minus 1
Impersonal,
dominating,
coercive.

Level 1
Transactoinal,
rule based
supervision.

Level 2
Personal,
cooperative,
trusting.

Level 3
Emotionally
intimate,
mutual.

Note: The arrows indicate that relationships can move from left to right along the continuum.
Backward movement is generally considered regression; however, any relationship may change
position along the continuum depending on circumstances and needs. Positive cultural change
in organizations occurs when relationship move forward to Level Two relationships. Adapted
from Humble Leadership: The Power of Relationships, Openness, and Trust (3) by E.H. Schein
& P.A. Schein 2018, Berrett-Koehler Publishers. Copyright 2018 by Edgar H. Schein & Peter A.
Schein.
Level Minus 1 Relationships
Relationships at the Level Minus One stage are characterized by impersonal, hierarchical
work environments where task completion, speed, and time are essential. However, even in
mechanistic work environments, Schein & Schein (2018) point out that these relationships are
inappropriate in a society which extols the value of the individual, their place in the community,
and the promotion of democratic rights. If schools are the best places to teach citizenship and
democratic values, then teachers and the organizations they are in should be able to model those
values to their students (Osler & Starkey, 2006; Harber & Serf, 2006). Moreover, teachers are
generally considered professionals who are educated to become autonomous and find
professional satisfaction in being responsible for their own work (Pearson & Moomaw, 2005;
Helgøy & Homme, 2007). Suffice to say, Level Minus One relationships in a school community
are not conducive to a progressive and productive educational teaching environment.
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Level One Relationships
Level One relationships largely characterize the NXS work environment. Schein &
Schein (2018) characterize Level One relationships as management culture where competition,
individualism, a mechanistic concept of work, and adherence to rules dominate the
organizational culture. Workers do, perform, and follow orders and are replaced when no longer
perceived as useful or necessary. In schools, the long-term care, growth, and development of
students is the primary task. In these environments, teachers need to know they are supported
by the organization to provide the emotional and intellectual care which they are expected to
give. When teachers no longer have this assurance, they are less able to give of themselves and a
great deal of their emotional and psychological energy is spent on survival. In the early years of
NXS , when the foreign teaching community was about one third of its current size, caring,
personal attention, consideration, and emotional as well as psychological support were one of
the features of the school. With rapid growth in both student and teacher numbers, a shift
occurred pushing organizational treatment of teachers back into Level One relationships.
Level Two Relationships
Level Two relationships are characterized by being personal, open, and trusting (Schein
& Schein, 2016, 2018). Schools are places where interactions among teachers, administrators,
and students need to go beyond impersonal relationships. Students spend a large part of their
lives learning how to manage relationships, learning how to relate effectively to authority
figures, and learning how to participate in community life. Students form identities by adjusting
their behavior, by managing their relationships, and by gauging their interactions with authority
figures (Penuel & Wertsch,1995; Côté, 1996; Helgøy & Homme, 2007; Schachter & Ventura,
2008). To positively contribute to student identity formation, teachers’ professional self-efficacy
must include the capacity for autonomy, which is neither too restrictive nor too laissez faire
(Pearson & Moomaw, 2005; Flum & Kaplan, 2012).
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When teachers are fearful of voicing their concerns or ideas, they become needlessly selfconstrained. Therefore, shifting relationships among teachers and school community
stakeholders to Level Two relationships can significantly impact students’ growth and
development. The preferred solution of this OIP – a Local and Foreign Teacher Support Group–
aligns with the task of developing Level Two relationships. Schein & Schein (2018) call this
process personization. Personization can create an atmosphere conducive to generating
solidarity. It can also lead to increased cooperation, facilitate greater understanding and
acceptance among all teachers, and ultimately could lead to greater student achievement
(Mitchell et al., 2010). These changes improve organizational culture by focusing on overall
school climate.
Shifting School Culture & Climate
Changing organizational culture through improving climate could lead to raising student
achievement levels (Gordon & Patterson, 2008; MacNeil et al., 2009; Mitchell et al., 2010;
Roach & Kratochwill, 2004; ; Zahid, 2014). School climate is also integral to students developing
positive mental health and in identity formation (Riekie, 2017). Moreover, interventions using
school climate analysis have been used to improve the school environment to reduce bullying
(Rebelez & Furlong, 2013). Culture is defined in this paper as the “shared assumptions and
ideologies”, whereas climate is understood as “shared perceptions of behavior” (Hoy, 1990).
Culture is difficult to define and hard to measure (Cawsey et al., 2016). Improvement efforts
targeting organizational change are extremely difficult and have a mixed success rate (Gover,
2016). However, climate as a component of the overall culture has been successfully targeted for
change efforts (Lenz et al., 2021; Wang & Degol, 2016). Climate is more easily quantifiable than
culture and can provide clues about cultural change. Measures of school climate, such as the
Organizational Health Inventory – Secondary (OHI-S, see Appendix C), have proven useful in
gaining a clear picture of a school’s health (Hoy & Felman, 1987; Hoy et al., 1991).
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Quantitative Analysis
Measuring the change message, as it relates to the implementation of the Local and
Foreign Teacher Support Group, is necessarily theoretical. This will depend on which
participants among foreign and local teachers, as well as who among various departments are
willing and trusted to support the aims of the change initiative. Once a core group of supporters
has been identified, informal conversations and discussions about the change effort can emerge.
Conversations can center on what the purposes of the Local and Foreign Teacher Support Group
should be, and how support and participation could be encouraged, as well as on how the
effectiveness of the group could be measured. Discussions could include ways to enlist support
from administrators who might be resistant to the notion of a friendship group. Measuring the
effectiveness of the initiative could include areas such as what should be measured, when it
should be measured, and who should be involved in monitoring the results of change initiative.
The initial change message – using various mediums for promoting a friendship group,
its purpose, and encouraging participation – could be evaluated by a core group who are
enthusiastic about being involved in the change initiative. Various components of the change
message can be rated by participants to assess perceptions of the effectiveness of the overall
change message (Holt et al., 2003). Factors which could be considered are appropriateness of
the message content, administrative support for the Local and Foreign Teacher Support Group,
peer support, extrinsic valence – the extent the initiative could improve or harm one’s position,
and interpersonal valence – the extent the initiative could potentially improve or harm social
relationships within the organization (Armenakis et al., 1999).
After the launch of the Local and Foreign Teacher Support Group program, and
following one or more presentations and discussion sessions, additional factors relating to the
effectiveness of the Local and Foreign Teacher Support Group could be analyzed. Factors
include participation, perceptions of presentation effectiveness, acceptance levels of
presentation messages or strategies, usefulness of the topics and strategies. Control factors to
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determine whether the scope of the program is reaching the target groups (foreigners, locals),
gender, position, tenure, and nationality, could be used to verify whether the presentation topics
and strategies are reaching a diverse range of participants. Since diversity and inclusion are
aims of this change initiative, it would be important to know how wide a net is being cast with
the initiative and consider changes to increase participation among those who are yet to be
involved. An example survey covering prelaunch and postlaunch of the change initiative using a
5-point Likert scale is shown in Table 7. Results of the survey can be tabulated and used to make
modifications to the change message, dissemination of the message, types of presentations
needed, and to develop additional strategies for reaching groups who are not yet involved in the
initiative.
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Table 7
Survey of the Change Message, Controls, & Program Effectiveness
Dimension

Example Question

Effectiveness

Control variables
Department

•

List your department.

1 = Strongly Disagree

Position

•

State your job title.

2 = Disagree

Tenure

•

List years of service.

3 = Neutral

Gender

•

Your preferred gender identity.

4 = Agree

Nationality

•

List your nationality.

5 = Strongly Agree

Message factors

1. The message matches the needs of the

1–2–3–4–5

Appropriateness

organization.

1–2–3–4–5

Administrative Support 2. The principal supports the group.

1–2–3–4–5

Peer Support

3. My peers support the group.

1–2–3–4–5

External Valence

4. The initiative harms my position.

1–2–3–4–5

Interpersonal Valence

5. The group enhances my relationships.

1–2–3–4–5

Strategies

6. Many people want to join this group.

1–2–3–4–5

Participation

7. I feel welcome in this group.

1–2–3–4–5

Inclusiveness

8. I am enthusiastic about the group’s

1–2–3–4–5

Enthusiasm

potential.

Facilitation

Outcomes
Effectiveness

9. The group makes me feel valued.

1–2–3–4–5

Acceptance

10. I feel included in this group.

1–2–3–4–5

Usefulness

11. Topics are applicable to teaching.

1–2–3–4–5
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Note: Table 7 survey could be administered to the core group at the start of the change program
and by participants after two activities and presentations have been held. The second set of
survey results (and subsequent surveys) can be used to modify the group to match the needs of
the teaching community. After modifications are made, it may be necessary to modify the survey
topics and questions accordingly. This should be an ongoing process to monitor and evaluate the
effectiveness of the change effort.
Qualitative Analysis
In addition to surveys to measure the effectiveness of the change program, qualitative
data should also be gathered to understand how feelings, perceptions, and experiences of
foreign and local teachers are showing progress or encountering impediments to altering the
organizational culture. Specifically, qualitative data could help implementation of the change
plan by illustrating patterns of behavior, problems, or conflicts which could be used to generate
ideas for new topics, presentations, discussions, and activities designed to alleviate, change, or
develop teacher capacity to deal with these problem areas. Qualitative methods are particularly
relevant to Critical Theories which underly this author’s critical analysis of the organizational
culture at NXS (Capper, 2018). Qualitative data in the form of stories, narratives, and case
studies could be a valuable resource for teachers to develop new understandings of culture, race,
whiteness, privilege, and marginalization of the other.
The stories in Appendices D and E are based on actual people and their experiences at
NXS . The stories were told in interviews and have been anonymized to protect their identities.
Also, the identities of the administrative departments and the personnel are not identified. It is
important to remember that these accounts reflect the point of view of the teacher and does not
give an account of the rationale and processes behind administrative decisions. Unfortunately,
accounts such as in Appendices D and E, are not isolated incidents. Admittedly, administrators
may have legitimate reasons for making the decisions they did. However, the pattern of behavior
illustrates a lack of transparency, and the absence of mechanisms for recourse when teachers
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feel they have been treated unfairly. Moreover, teachers who leave NXS become taboo topics of
conversation. The result of hushing up these incidents is the spread of rumors, suspicion,
mistrust, and fear. Stories and rumors create can also create an atmosphere of silence. This
silence is reflected in the “underlying rules of the game” (Schein & Schein, 2016, p. 4) and
expressed in the language of teachers who have been at the school for many years.
Common unwritten rules are “better to ask for forgiveness than permission”, “keep a low
profile”, “go along to get along”, or the cynically intonated “But we’re an international school,
right?”. Clearly the loss of experienced, committed teachers has an impact on the teaching
community and especially on the students who experience these losses. Coercive and unfair
practices create an atmosphere where trust is lacking. To balance the experience of teachers at
NXS , stories of local teachers’ experiences are also needed. The effectiveness of the change plan
could be measured by seeing negative stories diminish and more positive ones emerge. While
the correlation between positive stories and the effects of the Local and Foreign Teacher Support
Group cannot be directly drawn, it would be suggestive of changing organizational cultural
norms. It would also suggest areas where the capacity for teachers to adapt and thrive need
further development.
Change Process Monitoring and Evaluation Plan
Monitoring and evaluation (M&E) programs can provide focus for improved
development of various components of the change plan. This OIP will concentrate on using the
results of monitoring to improve content areas which are critical to the change process; to
increase participation in the change program; and to aid decision making regarding changes to
the program (See Table 4). The knowledge gained from M&E should focus on raising teachers’
self-efficacy beliefs, creating a more inclusive foreign and local teaching community, improving
pedagogy, and raising achievement levels for all students. Data should also be collected by non-
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administrative personnel to ensure the participative nature of the program as a school climate
improvement initiative rather than a top-down program (Hoy & Tarter, 1992).
Markiewicz and Patrick (2016) identify several purposes of an M&E framework. For this
OIP, the framework will serve to illuminate three of these: learning best practices to foster more
positive, inclusive, and collaborative relationships between stakeholders; program improvement
to facilitate a healthy more professional and collegial school environment; and decision making
regarding how best to integrate the community to work toward common goals. A community is
only as healthy as its weakest member. If one part of the school community feels undervalued,
disenfranchised, and lacking in autonomy, then the whole community will suffer for it. Bringing
health to the community necessitates valuing all the stakeholders. Ultimately, the goal of the
school community is the health, growth, and development of every student. The mission of the
school is closer to fulfilling that goal when it functions at its healthiest and best.
Monitoring and evaluating participatory processes are uniquely difficult (Hassenforder
et al., 2016). Participation can be defined as involving stakeholders in activities such as agendasetting, decision-making, policy-forming, and program-design activities. Stakeholders are
defined as individuals or groups who can affect or who are affected by the change process
(Glicken, 2000; Hassenforder et al., 2016). Participants are stakeholders who choose to become
involved in the change program (friendship group). Not all stakeholders would necessarily
become involved in the program, though they may still be affected by it. Participants can be
further categorized as facilitators and evaluators. Facilitators are participants who are designing
and implementing the participatory initiate – the change agent and early adopters of the
program. Evaluators are participants who design the protocols for monitoring and evaluating
the effectiveness of the program which is designed to encourage participatory activities.
Since a participatory approach involves many people with varying levels of commitment
and interest, M&E presents challenges and opportunities. First, every participatory activity is
unique and therefore plans will need to be adaptive (Hassenforder et al., 2016). Second,
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participants have different perspectives, goals, and ways of thinking which can lead to
unexpected ideas and comments emerging from the process. Third, evaluators are themselves
embedded in the process which they are evaluating which can lead to uncritical promotion of
M&E findings. And finally, the M&E process itself is participatory. However, this has the
advantage of empowering and giving voice to those who are involved. Moreover, participation in
M&E can be the impetus for using the findings.
Monitoring and Evaluating Qualitative Data
Quantitative data such as findings from surveys (see Table 8) can be done in small
groups by those early adopters as well as late adopter of the program. The goals of monitoring
the quantitative data are to ensure the program, topics, and activities meet the needs of the
foreign and local teachers. However, monitoring and evaluation of the qualitative data (see
Table 7 for examples) have the potential to be unsettling, inaccurate (there are many sides to a
story), or even harmful to the change process itself (if it is seen as simply digging for dirt). The
nature of the quantitative data suggests that it should be monitored and evaluated only by the
change agent and the most trusted participants, at least until the effectiveness of the change
initiative has been demonstrated and the program has gone through the process of being
institutionalized. Transformational leadership and authentic leadership practices should help
guide the careful use of qualitative data.
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Figure 8
Stages in the Monitoring and Evaluation Plan

Context
Descriptive

Monitoring & Evaluation
Viewpoint(s)

Target elements, participants
previous understanding, etc.

Foreigner, local, Gender, affiliations,
department, etc.

Analytic
What elements affect this
query?

Participatory
Planning Process
Descriptive participants,
group size, expectations,
level of engagement, etc.

Analytic
What parts of the process
play a role in target of
inquiry?

Outputs/Outcomes
Plans, agreements, action/behavioral changes, learning,
social capital

Analytic

What outputs affect question being investigated?

Descriptive
Information on facilitators & participants.

Note: This is a continuous M&E cycle which monitors Participatory Processes. Each round of
M&E is specific to the questions that facilitators and evaluators wish to investigate related to the
presentation topics. The M&E cycle could take place around clusters of ideas and topics
designed to increase participants awareness, understanding, and behavior in relation to others.
Adapted from “The MEPPP framework for monitoring and evaluating participatory planning
processes,” by E. Hassenforder, J. Pittock, O. Barreteau, K. A. Daniell, & N. Ferrand, 2016,
Environmental Management, 57(1), p. 84-85.
The Monitoring and Evaluation Process
The M&E process for participatory processes (see Figure 8) – the key form of
involvement generated by a support group– is conducted in phases. The phases are: 1) a
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description of the event, 2) clarifying M&E perspective and defining objectives, 3) identifying
the context, process, objectives, outputs or outcomes, 4) developing M&E methods for
evaluating descriptive and analytic data, 5) analysis of the data, and 6) sharing the findings with
participants. With a caution concerning qualitative data, narratives would best be conducted in
the late stage of the program such as Weeks 47 – 52 (see Table 6). The change agent and the
most trusted adopters of the program could decide that qualitative data would not be analyzed
or shared until one or more cycles of the program have been completed.
Communication Patterns at NXS
Taiwan is a modern, democratic country with strong connections to its Confucius
traditions (Zhang et al., 2005; Lin & Ho, 2009). One result of this combination is that ideas of
hierarchy and authority accord a relatively high status to teachers and principals (Fwu & Wang,
2002). In practice, and in today’s context this means that parents defer to the decision making
of the principal. The principal is expected to exercise authority and direction over the
administration, who in turn passes directives downward to teachers. Consequently, information
about students can often take some time to find its way to teachers. As well, communicating
concerns, needs, or new ideas often do not reach the principal as they can be altered or lost in
administrative communication channels. However, times have changed. Parents expect much
more individualized attention. Students expect to have a voice in the life of the school as they
learn to become democratic citizens (Law, 2002). Thus, an effective communication plan at NXS
should aim to increase opportunities for formal and informal communication in multiple
directions (see Figure 14).
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Figure 14
Communication Patterns After Implementation of OIP

Parents &
Students

Foreign &
Local
Teachers
Student
Affairs &
Academic
Affairs

Foreign
Affairs
Department

Note: The arrows indicate direction of communication travel at NXS after one or more cycles of
the change initiative. The emphasis of this OIP is to change the direction communication travels
between foreign and local teachers. Once both groups begin to establish normative ideas of an
International-Taiwanese school community, the change initiative aims to focus on these two
groups jointly working together to boost achievement among students by launching
collaborative efforts and communicating with a degree of solidarity to student related
departments as well as to parents and students themselves. Communication channels between
administrative levels remain unchanged at this stage.
Plan to Communicate the Need for Change and the Change Process
The most common complaint among teachers, staff, and students to be heard at NXS is
the frustration with official communication. Every day, teachers receive a flood of emails in
English, Mandarin, or both. In addition, several automated systems including: the attendance
system; the cafeteria system; the grading platform; the curriculum platform; academic
platforms; and the various school departments; all of which send a continuous and unending
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stream of messages to every staff member at NXS . To manage this deluge of information, people
simply ignore it. Teachers typically attend to a few necessary system emails and disregard the
rest. Unfortunately, this means that a great deal meaningful email communication is also lost,
including the stories that tell about the life of the school through the activities, sports, and
interests of the students, parents, and teachers.
In addition to the multiple competing information systems, the NXS Campus is a
sprawling facility composed of several multistoried buildings with multiple wings, parking lots,
elevators, stairwells, rooftop courts, conference halls, gymnasiums, swimming pool, fitness
center, computer labs, science labs, robotics labs, a library, along with classrooms spread
throughout. In short, it is a veritable maze. Locating people requires a high degree of diligence,
good map reading skills, and the ability to interact with people across a variety of media
platforms. Suffice to say, communicating anything in this context is difficult at best and often
virtually impossible. Therefore, it is essential that a change agent has a good understanding of
the inner workings of the school, the behind-the-scenes actors, and the key personnel in various
departments. In terms of agency, my years as a teacher, head teacher, coordinator, and informal
leader at the school have provided me with the contextual and relational knowledge to deploy a
communication strategy which can effectively utilize the resources available. Moreover, my
familiarity with staff at every level and my fluency in Mandarin allow for communication
throughout the school and across multiple departments. There are few people in the school who
are not accessible and receptive to this change agent.
The Change Message
A common complaint among students and teachers at NXS is that we are not a real
international school. Before outlining the communication strategy, it is worth considering the
implications of this statement. At its heart, this statement is one of disappointment. Not
disappointment in something that is unattainable, but in rather in a missed, overlooked, and
ignored opportunity. Of the 1100 students in the IP, it would be hard to find one who has not
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already had international experiences. Of those students, a sizeable portion have lived and gone
to school in Mainland China, Malaysia, Japan, Australia, South Africa, Canada, the United
States, England, or the Netherlands. The 100 foreign teachers come from more than twenty
different countries. Yet, it is notable that on the official school website, under school community
profile, there is not a single word acknowledging the diversity of the teaching faculty. The school
is already an international community, yet this diversity is neither recognized nor celebrated.
This is the disappointment that is reflected in the above statement. The school needs to
celebrate that we are an international community. The school has brought us together to share
our knowledge, to help young people grow and develop, and to celebrate our lives and
experiences. This is the message that the students and international staff long to share.
At its core, the change message must communicate the current operational paradigm of
local and the other and the need to alter that dynamic. Local and foreign teachers need a clear
picture of the discrepancy between where we currently are as a school and where we aspire to
be. The message that bringing foreign and local teachers together in a collegial, collaborative,
and inclusive school community is the appropriate change to address the gap that exists between
foreign and local teachers. All teachers need to hear that we have the efficacy to bring about this
change. The school does not have to do things the way they have always been done, because the
old ways do not fit the needs of a new paradigm. Moreover, teachers need to learn that principal
support is the encouragement and help from colleagues and peers and does not depend on any
one person to do the heavy lifting that brings change. Lastly, all teachers need to know that there
is personal valence for anyone willing to bring about a warmer and more supportive community.
Everyone gains when a school is a more enjoyable place to be.
The change message comprises the five elements that Armenakis and Harris (2001)
identify as the key components of an effective communication strategy. All components need to
be addressed for the change message to be effective. The first is discrepancy, which is the
difference between the current condition of the school and the future state. Second, efficacy is
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the belief that the future state is attainable by people given their current abilities and capacity.
Third, appropriateness is the suitability of the change effort in relation to the problem. Fourth,
principal support is the commitment of peers and leaders to the change effort. Fifth, personal
valence connects the change to how it personally benefits the individual if the change takes
place.
The discrepancy at NXS is the difference between what the school promises the students
and what they encounter instead. The school promises an international experience. It promises
to connect students with the world, so that they become global citizens (see Appendices A & B).
It promises to enable them to become contributing members of the local and global community.
However, the lament of students and staff are reminders that these promises are not being
fulfilled. Utilizing the full talent and capacity of the foreign teaching community by including
them in the life of the school could go a long way to fulfilling that promise.
The potential for change among the international staff community at NXS is not wanting
were they to be empowered and develop increased individual and collective efficacy (Bandura,
1997). Foreign and local teachers working together are fully capable of bringing this vision to
fruition. They do not need to become international because they already are. The staff at NXS
are highly educated, qualified, and experienced educators. Moreover, both foreign and local
teachers have demonstrated the capacity to live together and survive in an organization despite
substantial cultural and linguistic differences. Not only have local and foreign teachers survived,
but they been able to establish families, friendship networks, and to develop careers. What is
lacking are the self and collective efficacy beliefs that the international faculty can change the
school community in response to the face of modern Taiwan (Bandura, 1997). Taiwan’s
precarious position between the Chinese and American superpowers, and the emergence of a
Taiwanese identity necessitate a strong and supportive school community (Zhang & Savage,
2020).
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Taking responsibility for initiating an alliance of foreign and local teachers to focus on
school improvement efforts is both a logical and appropriate course of action. Foreign teachers
lament the lack of voice in the school decision making and their impotence in making
substantive changes to the school community. Real change begins when teachers take
responsibility for their community and ensure students are educated in a supportive school
environment.
In Chapter Two of this OIP, this author indicated that principal support in the form of
senior leadership would be difficult to attain. However, this is only true if principal support is
characterized as limited to the office of the principal. Change efforts rarely succeed without
principal support (Armenakis & Harris, 2001; Brown, 2014). However, Armenakis et al. (2007)
define principal support as the influence of the change agent on the recipients of the change
initiative. Therefore, while official organizational support is desirable, it is the level of
commitment by the change agent and participants in the change effort to the seeing the change
program through which has the power to infuse teachers with confidence in the efficacy of the
change process. Principal support is not wanting when the change agents are committed to the
long-term vision of organizational change.
Personal valence, or the “what’s in it for me?” is one of the most important questions for
change recipients. A more transparent, inclusive, school community, where one has a voice and
is accorded dignity as a valuable member of the community, has intrinsic and tangible rewards.
An important connection has been established between increased levels of teacher autonomy,
job satisfaction, retention, and burnout (Pearson & Moomaw, 2005; Worth & Van den Brande,
2020). Tangible rewards include more openness about internal job postings, clearly articulated
promotion opportunities, and the opportunity to exercise one’s professional expertise more
fully.
The communication plan for the change strategy will rely on persuasive communication,
active participation, and managing internal and external information (Armenakis & Harris,
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2001). Given the complex physical and internal communication systems at NXS , persuasion will
need to be done using face to face informal discussions, email, Google Hangout chats,
discussions in the staff room, and creating opportunities to socialize within and outside school
times.
Active participation will include involving key players in team formation. Creating a
change team will require strategies designed to avert premature release of information,
misinformation, or disinformation until there is sufficient consensus to push forward with
specific initiatives arising from the support group M&E findings (Ryan, 2016). In the initial
stages of implementing the change plan, tactics will include identifying those teachers who are
interested in seeing the school community change, yet who are discreet and known for their
discretion.
Managing internal and external information will be important in ensuring that the
change plan is articulated to benefit the school community, to build community spirit, and to
give students a more democratic experience. The change agent, key players, and
communications will have to ensure that there is consistency in seeing the change process as one
that is advantageous for all stakeholders in the school community. It is essential that the team
understands its mission is to build an inclusive school community, rather than further deepen
existing divisions. One of the first tasks of the change team will be to conduct an analysis of the
team’s strengths, weaknesses, opportunities, and threats (SWOT) to establish ground rules for
how to proceed (Armenakis & Harris, 2001).
A final consideration will be the timing of the change initiative. First, a change team will
need to be created. Next, the team will need to begin disseminating information to various
agents through informal channels. If the change team consensus has determined that too much
resistance will be encountered by directly involving the principal and administration, then more
circuitous routes will need to be employed. It may seem unreasonable that administrators would
pose resistance to a friendship group; however, historically at NXS , faculty and student-based
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initiatives of any kind are resisted unless there is clear support among a reasonably influential
group of teachers. Therefore, it safe to expect resistance.
Chapter 3 Conclusion
In Chapter 3, an implementation plan for a support group has been proposed. Using
participation from foreign and local Taiwanese teachers, a monitoring and evaluation plan
demonstrates how to understand, evaluate, and modify participatory processes. Strategy choices
and tactics are suggested aa ways to bring the change plan to fruition in a systematic and
progressive manner. Shifting the school culture towards a more inclusive, collaborative, and
collegial environment for all teachers is the aim of this OIP. Change will not come easily to NXS .
There is a history of people coming to the school with ideas, energy, and enthusiasm only to
leave disappointed and cynical. However, change can take place when there is a deep yearning
for it. Change must come, for there is no future without it. Local and global challenges are
accelerating the need for transformational change. Each year the school sees more foreign
teachers who start families in Taiwan. A future for these children is an education at NXS. This is
the clearest sign that the hope for change is very much alive.
Next Steps and Future Considerations
There are many excellent reasons to undertake institutional level change at NXS. Five
will be discussed. First, it is important to remember that NXS is authorized by the Taiwan
Government and the Ministry of Education as a “Not for Profit Educational Institution” (NXS
Internal Documents, 2021). This means that the school land, taxes, and benefits that have led to
the creation of NXS have come at the expense of the public purse. NXS started as a bilingual
school to provide direction for all Taiwanese schools in moving the country towards its goal of a
highly educated nation with a function fluency in English. NXS was not designed for the benefit
of the few. It was designed to grow, to change, to innovate, create, and to lead the way for
secondary schools throughout the nation.
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Second, the cost of attending NXS is prohibitive for most Taiwanese families. However,
indirectly these families have and continue to subsidize NXS through the benefits awarded by
government agencies. Therefore, NXS has a social responsibility to contribute to the greater
public good. It is a dereliction of the school’s duty and moral obligations to not consciously
acknowledge the contribution of society to its existence. Moreover, the school’s creation was
with the express purpose of performing this service to society.
Third, students at NXS are from the most affluent people in Taiwanese society. Yet,
Taiwanese society has a strong focus on duty and responsibility to the greater good. This is
apparent in the mandatory service hours students must perform throughout high school to
successfully graduate. There is little value in having the privileged of society perform service if
the school does not take its duty and responsibility to the wider society seriously. The true
message of service is in actions and not in words. Students see clearly when service is a genuine
reflection of what their school does, or whether it is simply another box to tick as they fixate on
their own self-interests. Students readily imitate what they see their adult role models do.
Fourth, an international school that does not celebrate the diversity of cultures,
languages, and ethnicities within its own walls cannot fulfill the promise it gives to its students.
The school’s mission (see Appendix A) and its ESLRs (See Appendix B) promises much that is
worthy of any educational institution. However, international and global is not something “out
there somewhere” it is right here where we live.
Fifth, the school needs to develop student leaders who will be able to effectively manage
the difficult times we live in. Today, the gap between the wealthy and the poor, between the
privileged and the disadvantaged is growing exponentially. The global pandemic has laid bare
the politics of wealth and privilege. We need to raise leaders for the future who can use their
talents, their education, and their abilities to make a safer, healthier, and more hopeful world.
Change will come, but it will require commitment and an unswerving vision of the future as it
could be.
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Appendix A NXS Mission Statement (anonymized)
NXS aims to develop students who:
•

can communicate and to listen effectively

•

understand and value different cultures

•

are involved socially, physically, and academically

•

reflect, inquire, and create

•

are moral, and motivated to grow and to make positive social changes

The growing and developing curriculum at NXS equips and motivates every student to be
positive, active members of the local and global community
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Appendix B Expected Schoolwide Learning Results (ESLRs) (Anonymized)

Global Members, who…
•

respect their own culture, as well as those of other individuals and communities

•

have an informed understanding of issues that have local and global significance

•

assimilate easily into new cultures and societies

Citizens, who…
•

protect the environment and reduce their own ecological footprint

•

bring no harm to others or the environment

•

contribute positively to their local community

Communicators, who…
•

are fluent in more than one language

•

present their own beliefs with confidence, but respect the rights of others

•

use technology effectively for communication and collaboration

Achievers, who…
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•

tackle intellectual and physical challenges to achieve their best

•

recognize and develop their individual talents

•

become passionate learners who are motivated, and self-directed

Leaders, who…
•

learn to reflect and organize to achieve goals

•

create solutions to local and international problems

•

show insight, creativity, and integrity
Appendix C Organizational Health Inventory – Secondary
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Note: This inventory, rubric, and resources are available from “The Organizational Health
Inventory (OHI-S)” by W. K. Hoy (2000). https://www.waynekhoy.com/figure was produced by
Wayne K. Hoy in 1987 and subsequently underwent testing and revision.
Appendix D Examples of Teacher Narratives to Evaluate the Change Plan
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Example

Narrative

Case
Teacher X

Teacher Y

Teacher X an experienced white male teacher from the American Midwest
came to NXS after teaching in China for three years. Teacher X was very
enthusiastic about his experience in China and was looking forward to living
and working in Taiwan. Teacher X felt that it was more difficult to adapt to
life in Taiwan, and in particular making friends outside of work was not easy,
especially since the workday at NXS involved considerable time commuting.
Strongly committed to democratic ideals and service, Teacher X became
involved in the Model United Nations (MUN) at the school. Involvement
entailed a considerable time commitment as meetings and events took place
during lunch hours, after school, and occasionally on weekends. However,
the program was very popular and while no extra remuneration was given,
there were opportunities for experienced, long-term volunteers, to
accompany MUN members on overseas trips. Teacher X entered into a verbal
agreement with an administrator and acting director of MUN, that after
another 3 years (5 years total) Teacher X would be named MUN director and
could develop the program further. In the fifth year, a new director for MUN
was unceremoniously announced as a newly hired teacher. Deflated and
feeling betrayed Teacher X – by now having obtained permanent residency –
resigned and took a position at another competitor school.
Teacher Y is a black South African male science teacher with several years of
teaching in the South African school system. Teacher Y was hired in the
August preceding the start of the school year. During the initial weeks of
preparation, Teacher Y was enthusiastically embraced by administrators and
made to feel very welcome. Once the school year started, Teacher Y
discovered the science curriculum was quite advanced for the grade level, but
the students’ English proficiency was among the lowest in the grade level.
Many students simply did not have the English competency to read and
understand the science concepts in the curriculum. Teacher Y approached his
supervisor and asked for ways to modify the curriculum or adjust for lower
competency level English speakers. The supervisor’s response was that no
adjustments could be made and that perhaps Teacher Y was not qualified to
teach science. After the first standard assessment, Teacher Y’s students
predictably scored very low. Teacher Y was then told that he would no longer
be teaching science and was assigned English classes, moreover once Teacher
Y’s contract was completed, he would no longer be offered a position as he
was hired to teach science and a science teacher was no longer needed. No
further explanations were given. After completing his contract, Teacher Y
moved to a new school.
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Appendix E Example of Teacher Narrative to Evaluate the Change Plan
Example

Narrative

Case
Teacher Z

Teacher Z is a white American woman who has been living in Taiwan for over
ten years. Teacher Z is married, is a competent Mandarin speaker, and has
permanent residency in Taiwan. Teacher Z is a state qualified math teacher
and was assigned senior advanced mathematics courses. For four years,
Teacher Z’s classes attracted top students who scored well on tests. Teacher Z
was very committed to the school and felt a strong sense of pride and
achievement to be working at a good school with high performing and
dedicated students. In her fifth year, Teacher Z was assigned students who
struggled with math and had various behavior problems. Teacher Z worked
to create a friendly open atmosphere in the class. However, after the initial
round of standard assessments in the fall of the year, Teacher Z was told that
complaints from students about poor grades would result in her being placed
on a 3-month probationary period. During Teacher Z’s probationary period,
she was required to work extensively with an administrator. During the next
round of evaluations, Teacher Z’s ratings by students reached over 90%.
Teacher Z’s immediate supervisor also commended her skill in dealing with
difficult students. Despite this, Teacher Z was informed that no further
contract would be offered at the end of the school year. Teacher Z continued
into the winter with continued high student ratings. In spring, when new
contracts were being issued, the administrator in charge of probationary
teachers informed Teacher Z on a Friday, that she would be offered a contract
on the following Monday along with all the other teachers. On the Monday
Teacher Z received an email informing her that no contract would be offered
and that a new teacher had been hired. Teacher Z completed the school year
and took another position.

